


Institutional Archive of the Naval Postgraduate School 





Calhoun: The NPS Institutional Archive 
DSpace Repository 


Theses and Dissertations 1. Thesis and Dissertation Collection, all items 


1983 


An organization development approach to the 
commercial activities program 


Powers, Norma J.; Schmitt, Linda Donnelly 


Monterey, California. Naval Postgraduate School 


http://ndl.handle.net/10945/19939 


Downloaded from NPS Archive: Calhoun 


Calhoun is the Naval Postgraduate School's public access digital repository for 


/ (8 D U DLEY research materials and institutional publications created by the NPS community. 
«ist : Calhoun is named for Professor of Mathematics Guy K. Calhoun, NPS's first 


NY KNOX appointed — and published -- scholarly author. 

; | LIBRARY Dudley Knox Library / Naval Postgraduate School 

411 Dyer Road / 1 University Circle 
Monterey, California USA 93943 





http://www.nps.edu/library 


~~ 






































































m on 
= e , a” 4 Senbe 8 2 a eee Leen yb tee fea’ ae Poe oe ara V4.4 wary e% > 
; my. Mr use a rate opel or ayy! 4b! ob au rae ek | Aa ¢- dee § apc hy ade aay ae rae Ia 
Pa Rt ae at at ee LA, oy 7 ee uae eee SEN G Sh ahaa eG 
ihn ' ae i ' a) i) 4, 1 md ate ae, Me Mets cant Cant Heh ay i me Lacuye be ep Se 
x, ‘ eis bs ? 4 ah y . ¥, A ~iuh sys ap “* x te “gigi WO 
' : : cee A ‘ cs —_ vate ht BSP vee 1 hl ge iG aie Yt s Ae ais Bt a eae “eibly egy 
| ee | (‘<a oe ge ON TEEN ORD ctl Oo Se ENN ME eae 
; : . o Oth ‘f - ” oe % Oe hag tae ko 6 _ arc ee: aN Ee a AS Wene ae pf aM Mictaty ax Ash Og AD A Ae 
: + : ‘ ' . ' “y 4 awd r eth oot RO oe A) TAR wns Peyy © GAL wee were eee 
/ si , ee, Hi v A A ae a UL ay hee at eh Ree ak at Cate a tein ee es 
pao Fi ‘ "6 a oy eet * 3 2 Shwe oes hae ge Ser eT ey zcet De Sari hee, v 
ve ; AT . rt 6 Ht 4h » > aA i. ‘ aE) he, oS a 4 aie ) or & 9s Aas ig Ses ak e year ne Boe Nt afin 
. S s @ ‘ * vi % ¥ , J : ! f 
: ne a . : oo: ieee aad oi 1‘ eae) rn yr np - .. u ‘ abet ‘ 5 om a ‘silk Fee hy i SG Re 4 Nhe PR ye Spi ae }: fli ahatergie te 
: . A . ae aes ce * Ves Se * AS al Oe f k pf ‘ys ier aie x". iNew bs ely gone oy Si . a a acid ONT Pe Wat Vandicd 
2 : 6e 4 E. "s 2 at H ERT Rr 2 Gre Zea te ae Aare Aaa array 7 ee ee hr 
eae fe van ¢ ; at a % . ' 4 v M ae fan s4h) y, ee aie te an aa Bee eae g 4 tak yey Pa ie Ys 
’ 4 ' 4 We. Arg BEN ini & Oe bE) 
ya fe Sic ny: t > any 4 ao y i (ore Ses sat ARR wat ae tah: Oh * 4 Prien hb 7 ae Ne aie 
ie ' ONT it haa is a t‘ 5 fia, ' 8 Og ome Bh aul 5G ada, ee “i rs is Age by nana: untae’ Te Sea un RAN 
. Oe [yea pas ' a ‘ a 7 a 4 My aunts Gis siden bn es « ‘ ak Sikh RP At eee ere 
: : jE Oy OS ae ie i," ea a A BS “ ain Seti Rog eadialele ie? rm BGS Aida 
- Md my r 2° a's we “* ‘ om ‘ ‘t br 
canes c aaa ‘ s Wes coer ey oe yet ah ee a2 ey @A bit ae ade oie A ed Et A dled aeehat 
25 ete P + 8 i en ’ ee are “aa 9 1h oh Vy tae Bienes FEN AS 1b 3. iekan Kg a Ap ROA Sate Tk eyion 
' ’ mt e he mo i eat Da ae Ay ’ Py a Pir Ma oh nes ri) ” ity ) The pede oy Weutaes eure tyme Oras ey 
Oe Gags -0 es ee 3 0" ae 4 a i ate , ” vemh” ew be Wet cr rae whe Be theta ert > eae) xan ae 
: 9 a 5 A ts grMgta*h engeath Saaad Arise ore AMA MT p a A CS Py 
oe : 7 . = =i ‘ * ». ete awa “4 Soe Ce von Se, ee ey es Se ik ea asoaien. 3 v a 
ee ee ie eae cee atin ae Grea he Ware SSP 
. os . i ss : a7 wn” a *s, 4 
, ‘ 2 rs fc rn aos ‘’. . \ ope : ry As. fame a a =" fe rae ‘ te tM, aD nore “aula x GN f wy egaid Sree » 
: ' i a8 yj alt, x ” Prpraewe 0 yah ee a ee Od ee a sper 5 a 
is L C ® 4 ‘ y ‘ 1 aa wh Ot td oh "pad hata ey ame oe tM + 
2 f ee . ' _ ' F te ” 5 4 r, i ,4 a” de oe mM), ns, ida! poem AN 1 went Bot) @ gods ain yest yends rae ot so. 
. = ' een : , a a Hy x L : a wa ee CAML ha ath met hery a of weer ek: Rca ’ 
. ri . . 4 : iar ' . . om Aas eo ok pad ayes vpn fod be > ae Phe VES Uh aah BD aie tao nthe cars *, 
. ‘oe + a a > ' ' r . Oe eA ew a wong \ ware awk ahah wet ehe Be tpuve 
. 4 os i ' an a) 8 uyeen Thy a v. cA” Thee # Se #4 OR lame as ZU SS ND yy 
ce s as a - A ENS ya ON tae gary WL ee Raat sts Oe ee ie er 
i. . ‘ a ee 1s 45 , a4 a * Sige th ¥ ae 8 my abs M Riek oy at ure be arate ey “ie nas Nr crt Ay 
a on 4 i ee Ln a ae eh tps yen ana tia PASE A sob tf & “+, om ahi vat petathtatan ates as ts Rep ep wey od 
A: 4 me ak . ry re ks ge YAS a ea aS TAR OR th: bens a Me es ine ‘pk aa : 
Mei ' fee yO oe y 28 . a ‘ J : ye % gt at SY nin th 4 aan : Gt vue ” 5 ate viwaoarte 4 
. a j ‘ - 4 et Pe eean dh & 4B wey Ate a 
. Ms qe wre 3 ( a oe oe , 4 “4 rt ‘ 3, A tak are pee ra ps \ ee) y Sc ae me ae regt A) CMa a Nata a cs a rin Lae Sane a, ES ae 
. Bay ; Bry aa ry * rE at php figts ¥ Ne a agile, ‘a 4 ' > 
: s ‘. 4 : Ad. ’ ty eh 4 pA Ly ape. S38 oy EP rie VATE I, Ke wD te ee & i Oe ae eh obs ie Mea . “atten ToL 
c . ’ “74 us ‘ “af? 8 ry + Act | $n", eT a co tiple a 
: Pe la ne 2) ‘ » 8 fee ep Ma ee See Ast “ea: aaa ‘ah ey see a A pened thoes re 
a ae “; > ¥ i « A the + = > ee ip bs 4 4 tf Pree Spy 7 
eee : ; . . . wh 2 yaw eb ay em hu ty Axe ad ses ans ys ve ‘wa ee 
7 . ' ian U . * ? . r we oF f iE XG 1 “a : : ak £80) hee > Agra a es e 7g sat Nani »' See OL ae : ate at ata eri 
uw “ at © 4 ' SG ye & % Rh ts ihe a} ~ 16 * %% ss ry Ks a ” 
& ne . A i Pee eo) A At ie ft ’ ea .* ny if Bigks ° a. @ ane wiret & ne. moras & rete Pi Seuwiy Yi cst Behe a pre ees n Uitasate te a toa 
: : - 5 Ane . ala Pattee a ey sei we ay 9s yea, Yew 25054 eR wangt aarp Wh ne he & ATA a oe 
8 - 1 A rf 2 4 eae . ’ + “8 La ORT ens Hr Ys We] STpVre bp av aRfVe At Uta RMA Rt Ua a ay AS >» Seriya sun apn Ma "ytt he 
4 é Z a oe : ; ate sige te ae “s Lo et Vaal Pa ee eae ‘> Pat nae has ‘the Rah yu Ye eee gail bche as 
4 . ra . 4 Xa . > th tn : ty Panty 4 § ~ Feu MLS 
rear ag : . ‘ " 4 4 % o : co A . 4 wy Me RAR A lm AY OO 8d ee A ee ich Pi ® . 
: ‘ : t ; . ’ ma : Ris i, 5 thé a a er : * 3 ’ tre wa a ‘s nu S: Ns ” ; * re “s fen pug 4 a A AL iL eine 4 Aaa Te +o a eh ete, YS A me SCE alice 
: . : Ee oe F eStore | en ye wNecsi sist anes, Rea AL LA ed oi AG Ak ae Bee Te Bee Sead ne nae 
- 4 + $ % ‘, "ade F : Pe bay ins / are se rh eS erate than ey fata We ' 2g Sp tot cesta aae eas 
. : |] “ Ca an ‘ ae ae ee hag a 4 jis Pe ER ris , ae a a + ioe ‘es - ey ae ade ane fale a, ee shkence, fo YS Pe Vem a Ft tig MAA 
Cec 1 é ai ies anes leer \ immer etree Sel Ri iylla BL 8 ty VGN NAA Pie SDA ENT NAA Ee ne 8 Oe 5 Via MIM AS Y 0a 
' : “teas ' Lee |) de ee er Ayr ae wee, Bees. Steen UNUM Daas ak 12 tA Medy te 404 a Naas ts mt 
5 ’ Oy ft ae, we : so, rea toate C4! Rie Ponts aie ih oo MM amt AW) REPO ALe Ip AA, ue DEALS RE CLERICS 4 dv . 
. 5 ; ; ra a. me z ; .2 ee an ie: 7 a < i a toa ae my DS OO en ar ar Whiley Ws B FS fe ea 
r is : : sagt) : ¥ ‘ Be Bet Cary a tne si a Nas eS at Joba aa ve Yee eg 1 FT eA, Mu fu rarer i to 
8 aa . ; ° hd i 2%" Aes roe e . nf ome ia ‘sa y CT al, oe” Mere Ge AME MEAS 5 nd ah: stp bots wil Se bd s, Tse Vee 
: " ee ‘ : 4. 14 4 oe Ree \re “f 4 ou * ies ce BS A ae we ea age PES WY ed acgare raat totale betas ane Vee CY 
t ' Je a . an 1 “1 4 =e BAe aa 4 
| ee ee er ee el ne Ce | NPS ee RRR CORR SEN ate Rane te 
Cl . . a a 4 a Sn i ya Sy. Oy h, & cl a qt , Fe! . 5 3 
at ae A iat aa coe Sn aed RC ara’ a | PS a ‘adh's wai CA dati otal Ne + tated Ms ‘em SSN Sa 
: ae r. ~ oe by cae See a te Pe Sal w Pee ANE I el RAR or ae ike yt nites ae 
' . "4 % . 4 Wa % peas HA : ete AYN < rairese an b al ‘ay teh gee ayn, a, VN ae es 
: ‘ , > 2 re! . a Sy P . acta Cate ody ’ ee e AW fates enue * Sena Sahat, 
: LE BD ee > b ae : Le rg a a a7 a ‘ ar a ‘V ‘ ‘ a M CE Rae ae A oS aes Haat’ ‘ ity. v cea te *m oats. b r. Bast 
. ‘ * 4 : ha “a , “ : at . 9 ‘ a i Sop tas sao A ' yee 8s nie nah heures a § BEL Aste ah = aye inst ae 1 wey He 
We F Ny he & \ yo Seeheus ty i A 4 4 0% ura ak Sites 
nei ; y . , t 4 s 3 Ley “4 ‘ a 7 of ; ge  & we i hi ‘y. ae = ee pathy > ee 1 [eben ha 4 Lt ape % soon we the Se 
fi. 7 + 5 ~ si . * ‘ 5 e * ma : ay 
- ; ee OL, SAT CECA RES e ENS ie Caine cia 
. . ” » * it . ‘ yt Sees yae 
A ; pr : > fe. . ae 1) ee *. wh hana: oe HM nisi te . 9% hn ary iF ba or a Len i] wi ' wate oa 
: te A i. eo Be i Ea need ie a ee Jee ; Se “va t SOR are >t fe ia Lancet amas shaktaraie Ss 
F hum ee * id a0 “5 : ae ws sade oh Ss eee Meee ‘a Nt as we Aide i et . BS ag Vos! ese ote 3 wanton AM Y 
' a ra J Mi . i ’ . > ae any a . ae : , a pe he i y ha a pa KMtveth . Tie cw vi . habe lice test LB asa ATO AY Oe Sepa ie a ebedo ye 
: i pees Ca 7 a , a : Ro P vet - pow = gl ye ow ~ i ger. - vs ik ae ye “at woe SOx Pe) nm bh a YN junta eite A wal Reser yath 
n . > ’ ‘ ps a8 Jat Rip} ~~ 4H : ~ a <zZ sm . bt Ys 
1 = a hoy ‘ a &. " Ai a ae 5 > ‘ Pin La & s er uh ges OURCE LN yee . 404 a ey te upeecued +3 WRAY 
' ; . . . A ibs " m4 5 Dre & —} oe Oe ary zY Mh 7 me Se 5 “y nee GA om Sigil na 52 sey a. Bat AA ai PP ake Pied Aackaraey 
. ‘ 4 - Pd i] * ene ~ a ” Z vd a at ‘ a af ee ' ¢ bag su a ne ‘< nial tad 2A eS un FAs * > eed be ar 
"y . . . e . 2 8 Ly z 3 ef : a Le ah + a ' “Hr 2 enh Me van Pp x pe” we ies meat Aree GS et as he ae : : 
. a P ; ' ss Cin . my Re woes ; oe, iss i Aide sy =< ey ie VER Se « a rae ni ig ee ae any secre iy, 325 4ro 
} . a = ' * 4 A a 26 . a ' ” "or A ow © ¥ owgalte | he. 
AG y ; anes ' at : : Kye ee 1 as hb om SP°y 5s 4s OTA oes Cu a 47 eta! ea A ER fa 
‘ 5 a . we ‘ 5 r Fi be ‘ » ‘ es. § * if. Sal op Te ue me, wh bash AN at 4 yy b ic ie aan 
‘ ee 74 : ; i he By t : , eer i i a Ah ; ‘ ye # ‘i 3 AM vpn a * a , ea 
. . 3 a “ i’ ' bd re 7 - < ee > a gu ‘ 
PE as a us a ES TOCMOCT CL TK cL eA Rae) a EY CVI rane ote Rone. x 
. m3 ra ’ q ‘ 4 1 a ‘ . wes 7’ 
fot es: ; ‘ y oe ge was et, vd Raion. y rod ‘ 4A “Ss Pee dase en Ape ~ ays yen a ee wes 
' e i » . ae e ‘ Tha vel # cf j . at tia 
F i es ; ‘ 2 <3 é. *y ad ' _s ) so $ id mS fe cis ore, = fi ct 7s Shes, ck nt Yh bs o. ae Ale yo by Paty Sane Wat ee 
; 2 H ee ; i" 
- Ae er ; ' ae ‘ ‘ 4; a og 4 Pe 4 ae ah gh De : a thee’ Serr ys & a ce er 
5 * ee ee ete r - "J - é 4 > Sea . » Se ’ ae Ps yak oe ae “ “be «| on ee uF Roe Ree. AN wes iran sa % 
‘ ' “ . © : ws gle refs i 
1 ar Rati : sf + + a A ee a i ae - - atts 7 os PHD KE fen & pel iets Sen x: es , 
u ut ‘ * . ree Dae ee) x o. = 4 ren ey 
Apel ear =. : P Pee ea ee ; Poh ars 8 hee oJ” y val. oe » a ELE lo Weare Mi. se eee ot OR a a Ae de OR we th RV 
» 8 * ri *s an ‘ a ‘ae Chas ; t ; ‘+ a) \ y Jeri % a me | sal a eae isa ie 3 cs ea Sse ete way 
. ‘ 5 *: 
‘i G oy ‘ 
, fay eh 4 
. 
‘ ' 
° 5 
F H 
‘ 
Ny . 
¢ 
° a 
a U ° 
‘ : ' 
‘ ' 
' ’ 
' 
rm 
of § + 
‘ 
e ‘ 
7 . . a 
‘ 
‘ 
e e 5 
' 
¥ ' 
. ‘ e 
‘ ‘ A : 
' 
e ~ o 
a * ' 
' 
e Lay 
. . . 
. ' 5 
a ° ’ 
‘ e 
e 
e 
' . a, 
eo ‘ 
i. ' 
. ‘ Y 
‘ 
a 
* 3 ae A re 
e *4 Jad” ” ’ P e Bn a * 
’ ne . ° ° he ie - aw, F. as ?, oe em bu A ow pat 
cay ‘ u y “FRe mae "2 fe ¥ Ree Pt fend E GPARBE RZ 0 AAR “wae, PE er 
P Yam *.hR = eit Fi) vie at PERMA ROA A . Roth wy WA 
: aa . e Z 7 5 an: dhe i - a . ns , pis be ae ’ i ‘ i Ff Pd us “iG * tt “a ae ae 4 e r 7,8 Ae ? é wet? fe - Ma Ak Dae hd "nae "Po iG salu cio fi as al 
‘ ' ‘+ t ne ‘ e is 
. rw - Uae . 
. 7 ' a : a's OF Cr a4 Nemcan ene 4 % 4 4. fn 
’ . ¢ '‘ ‘ ' - A ‘ Cd - 4 
ere ' e 5 s ‘ tee co . 3 F 
‘ 1. * toon ' roof ? - ‘ oe (ge v2 sees v: tart a 
oof ‘ i : Aner " ae eae 7 ogee ee P “i rd oF its +e Rr. Yori ae 
- f c mel} ’ e 5 Al tag 4 f oy ef PEF Ate) ‘e oe ape wf Me an PPR Lo Py sre y aed 7 ee Be NG iaead: 
aan ) : 5 f TF hak eae po ree Micron e es “tfc? we 43, ee, Bas Bree > " Ge td AP cu Baty oe De pens A Aruppeae: 
’ + 4 o2 ‘ ’ : rv 7. rie OR Cite f a ‘ ia ee 7 LC st) ahd, amy aes FF oh arr, Peves wee i wes 2 
t ‘ t ¥ Asa ’ ‘eu Us ye F eo ee Pier UR ak be Aan. ted dg eee te webs cee th oP ee ae 
‘ mee ‘ c% ‘ os <tr ae re ee, ot ae y Pen a oes ee pea FO Te. Fy 2 oie SUR aha ni arse BAM PELE COL 
’ : . ‘ ‘ ’ oFoa 4 ia , ' - UP Woe Rees Pe mal we gs ifs ‘d Fs Pe weer Fduae id ‘a> OF" Be % Pot Lys Mt Ae eet tot h 
e 44 ‘ ° we ve oan? wares 2 ewer Dy, Fae F ee: rane rea id 7 re eo c ahs ys ORS OnE P ye Sn wtes Fee tH angi 
P 5 2 a A erate vedo Pu one wt 6a a be wn + ' Macon pt yt h AAS Ble 
; . ae? ye ; é =f hee, cS . “is - PA ee Ai ht ee, Mh hn Goce itd dour Pgh 
, a .e : U oe : i GLE Mf) fs er Op fesaevt | sees an rryh, ee 92 Weer ayaa vies ghee, ity ag ahs why aa 
A ' « 4 4 aon Pte ¢ ' Ee, it ae. . yes "aes. af FP Fo Lp ROE PES ND EF Hd aot itel HAF RY aa + Peres YIN ag det 
; sh P s aan 3 (7 of 7 Seo. Eppmighe tele ic re ° aay grat +4 a J = ot Oe ck ee ok 
* . ' Oe rr Lee ' Mah! 2h lL eas u Dee ¥ & > POPP R EEC 6 ROD TG Ra Wei et A9 F dP FES sf Bee F C 
> ? ar owe Wire 4s Mm pee . wre d P 3 i hat oe 
: ; :. iz Week re of ender Wa goo: "208, ot 8 re nae tr ARS BS dtd x pte | thee Pads ee BEET, ae ied 
the ' y ' Cs Fre ite : fue. “ oid Mab! Pas q Ae hh ete Maree Ad ? 
; J ; Cea ’ toas C F ‘ bias s nn Fo Cs) ee « A < aA ‘Sie ty & pe ve nevis Ad wy Gee Cnt mr F4 fis Lien” F oF ye ani Nate 
* é ee nf : aF eee G re Led aed pire Jr * © V ji off, he £ Gv orem BR 0 0 EM 6 wie IRS 2 ela 
= or) yo # of ' 1* a oti gs en wert Pa PT ES, ree <i Mal Adee PS AC PRT EE .s ANP Me te Re aes te ee ieee ‘ 
; ae ae . vo Tee ahs be ARSE RS A M Oe Se At WA ee aS ee Se genie e ba fa erate 
a i y ; es ‘ : malas aay re a lg ites res Hn '$ ee ee ee a 
3 . ’ bas 2 7+ Cr oy ye CBee + oe * ‘ 
am ; ee oe ar ie é ae ae ce on re 807 e Ree oe Sehr an) gees Pam CY tees le aie | eon 02 oe a 
- - 4 . ' roe Ue ad ' : r foaJj. oe fd TR as: Sie ee feet? Nemes ais SPARSE te ales te ses 
Pu a v $ t ’ ’ a bad ta Wet se ie on ny aff Lae ie ate, re Py Ps Lge’ ya 
NO, ae cud | eae Re see Mie oe Soraaes vg cca ara a oe pininy tovna tee ott 
i . i ’ ve ' ‘ othe ; oe ’ & *# “ Piu ewe - Re tr we Se at Woe 2 ey ef Aghia gies! cat rer ee 
oa p ' : Oia 6 Bog a aes 4 4 nes € ae i he he oe ee x wa - nm | “nd ae) t Pee Sense Teo wn tte oe 
2 ¢ e . 4 . Paget et ry * FG Pet wears re ] d 47 oa ae Dae 5 ings ry a peters 
3 Prey ae ‘ ewe ‘e # fan tt Y Pete “ret 0 yids rary e4are's “s ered re Be a agp li | goede aw haga ro Re” fee Ene Sale had "eine a. Pitt 9e ct 
rier . + so 4 ; ner p SY ne 1 ete v. wy a A | Pero ay ts 1% pen be. Ay Age a areer Or a teu * are aee ad Po arpa ter 
' ' ‘ . t uf Ln fl é rs ' +8 eR oe en a . ‘ai : sh “i ee er | “ae rs eee vae € Sf NIE apes ee ao ge Gee - 7 Pete 
i ' st? r 2 é ¥ Re al f+ es ees ’ fe pe” i -é ‘j PwPove oes Fo . 
Fates. oy r a gt +. ; ae Fe See E pe P oi" ' nee * Slee ae ah. he . Sve rou ey my mine Goon sm 8 bet AE ee rem piemiad fla r 
. rie? a7 4 to. we i 4 . 4 F) n a & > nm 4 , RAEI IG . Ts ” ‘fa a En atite cry OO o Sane tae Ps Hage apt ra a 
. o 6 ’ ba ‘\% ce tee ft eT y ‘ieee Ws Gea * #*e 2? varie A. AOY «eugene ents io 0 ee ed go oni ee 
‘ian eee 1° ’ , ve v 3 ss a4 e Wase Up assay 2 allt be AY et pes neers nines Apt hs 2 2 ner Vw a ry We hae oe 
1 » earn) ‘ «| Mabe 8 ~ ¢ , i Ca ‘ $Y¢ § 7. aye w, Prev we a erway Pera f ie a # tive me npr rs ayn Hae we eT, we 
s te ae Te va Amet aFPuey €. Bi Pe ey Lyfed Ur ai Uh eed Seg: ‘ 
Oe un a F f) t. 7 we re . eee ey ' at 1 <séF ig ne se ee ‘ah ad oe whet ger oo w ie 
. Py ' B a ne) ® : 2 oi Ci al A 
: rr Me a fete Wms, 2 argh Bee ee ws FIPS PE ORE 
Fae . 4 yt . rile Ae ieee ie oe aie ADS OFS ‘ 
i ‘a « : . ‘ "ah fins an ue et Pe ae Pies “ee ergiks P) tyrne rc crews 4 f ese La y Pe ‘ wis spre * are) Sela on Aon gd igri an, 
' a0 tra . vos > 1 $8 e tea Pn Os fr Tee we st OPES, Se r a eee, 04 YS Lor “i FORE ” Ua a NAP AWE GS 03 ast Pliny Nee ae 
. t U a = - Ses oy oe a * e wwe + ., “ , e 4 7 a ‘ ow td 
‘ one ae : i. ee aly: ¥ sR ae SP ea; on he Rea ha a topes A rt Bi Eeeres F. r feelers nay ¢ pad rege ascend 
a ' ° i of eA Md ‘nt ° of Uae a -=6 soe Ft A e sabe 4 — ie de 45) > o- TM F “ne : Atte TS oi ed zs 
o- é a ‘me *, , rg er at pie 
“s : ' i z i & 4 eo Fa) w j bs ' ly fs - ¥ Pad © eS 4 vite ree ry seece “1 Ce, igh Binet Bo Teh in panera re geese a4 
. ' ° ' ‘> ’ * oy 3 Ceciny a > te tr, wee, ne Fa Pew SF 2 ame 0 is cee i Lae ‘Penns IOS FO AEE DEES 
Care ¥ lies ‘ Lis F og y Mer te oF oy ow or aie Vs ete: ORS mt 8 ytd @ Pv ways ie Fi pers 
PF ‘ : Fs ° ’ ’ * tf ,¢@ e ie vs FD» ‘° %, ¥ ve 4 ‘ Se degen wei tte F PE nae A ee 
> Fi . ¢ ° 2 - 6 8 Sn hg rye @ 7 7 ix we a pays Sor 
é 5 - > ho agers F as Cr | rt a re tre See tied al wre 
a ¥ 4 j e - et. - ta | ie e % wre e, 
? u Pe ie ee te La ML I oth At Se f +¢ Core) seer, ea Se 
* ‘ vt se : > ,4 4 Aa . 4 OF paws ' 
i Yer te ’ © te £ v @rr mr tia (aor ¥ bone 
' 4 od ’ vw php ,ar ER we ow are” wae 
one ‘ ty oot ir of Pier i ® 0 eg Al rad Re wees : 
LI . ’ nd 
ae . : ’ TG Sie a U A , a ’ " yo ae me 3 ayer €: a a eeu Hs, r : 
Mie as : . re Cea mt ast see, ee 8 os a et ene ee ey oe re Seat oes De Pda PIE DO ioe PWN MIeE iete 
« ' 1 ¢ Py U 4 1 a ae . 3 ’ L: Pie = Atte OR ge or 8 Weg 
t BN Of Pid 1 4 rea % at why Gre Fr mnt e, Pere gr eee, 7 3 Co ee a a en AT 
ae > a et tei aes. E =>. Oh ee A ae aly Te WE leah ites Ete at ae oe: ane ie far gs 
P hy 4 a2 ’ « 5 Oy %, v. + ta a ot u : pptees “s _ “ - te eer oe LAU Me ome bel ak “ 
: ' ah ot die? ee ae to ie ee, oso =r 1 aver Set Ry PETES TS Pe soe eiieiis we ten ee are apne AS cade Bode eetadaonertas ho 
‘ ‘ £ ; 2 a asP , te pe ! , ae t oar a yar he ee are 
f Mae : ope Pet | over “ 5 _ i sa ot As i Arde TOL han a aD Gr Beant tee ae f cee ee 
* , “ j 4 es i 4 4 Qe 4 2 * 
: : shay ae ; Mamie, we Oe Bee A ed ra re, nd MEDES Lie ee AE. A alee vite CAR riatton big cog madd 
pi i , 6h te Hy 5 a 3 ute ; : aud p 5 
: ; ae ha: We ae, © i, il tie 308 Se eNigtn tern 3. Wee awk 8 ine ae «Ted y we eae, more Frights dense 
Urs lees 3 v es 1% owe Bie eee ree, Sit a Do A ER AAA : 
° ar f yon aw sts ey 7x ee rw. @& Bowe errs eb penin ee fvie) ee Pd af es ‘ 
' 7 i ; are, A an tr oF Fi r sn ¥e hp bat € mn tie's Ver whee Herel Noon “a wes es eel 
€ oi i ‘ » [ es! > Papeee ss “*w an) x ae > a0) is é 
: 7 io y 3 : are oe le . . “wa CO ee 4 + nee | "pron es f “ay Papp neh FIT E TAM NK whe er ot rer ie 
¥ - e e 


= 
Dies 
ae 


~ 
WTA 92943 











NAVAL POSTGRADUATE StHOQL 


Monterey, Galifornia 





_ THESIS 






AN ORGANIZATION DEVELOPMENT APPROACH 
ROn tm COMMERCIAL ACTEViTies PROGRAM 






by 







Norma J. Powers 


and 





ieoda Donnelly Schmitz 








December 1983 





fmesi= Advisor: 


Approved for public release; distribution unlimited. 


f ( 7, 








UNCLASSIFIED 


SECURITY CLASSIFICATION OF THIS PAGE (When Data Entered) 
READ INSTRUCTIONS | 
a 


4. TITLE (and Subsitie) S. TYPE OF REPORT & PERIOD COVERED 


An Organization Development Approach Master's Thesis; 


to the Commercial Activities Program December 1983 
. PERFORMING ORG. REPORT NUMSER 






















»§ AUTHOR(8) - CONTRACT OR GRANT NUMGSER(8) 


Norma J. Powers 
Linda Donnelly Schmitt 



















10. FROGRAM ELEMENT, PROJECT, TASK 
AREA & WORK UNIT NUMBERS 





- PERFORMING ORGANIZATION NAME ANDO AOORESS 


Naval Postgraduate School 
Monterey, California 93943 












12. REPORT DATE 


December 1983 


13. NUMBER OF PAGES 





» CONTROLLING OFFICE NAME ANO AOORESS 


Naval Postgraduate School 
Monterey, California 93943 





- MONITORING AGENCY NAME & AODORESS(if different from Controliing Office) +S: SECURITY CLASS. (of thta report) 


Unclassified 


1Se. DECLASSIFICATION/ DOWNGRADING 
SCHEDULE 


16. OISTRIBUTION STATEMENT (of thie Report) 


Approved for public release; distribution unlimited. 


17. DISTRIBUTION STATEMENT (of the edbetract entered in Block 20, Il dilterent from Report) 


- SUPPLEMENTARY NOTES 





19. KEY WORDS (Continue on reveree aide ({ neceeeary and identify by biock number) 


Commercial Activities Program (CAP) Navy Depot 
Gonecacting Out 

Organization Development 

Open Systems Model 


(20. ABSTRACT (Cantinue on reveree aida if neceesary and (dentity by biock number) 

The thesis examines the Commercial Activities Program (CAP) 
as implemented at a depot specialized for maior overhaul and 
repair of ships. Empirical data were collected to determine the 
effects of CAP on depot employees and managers. Three groups 
of employees were surveyed and several managers were inter- | 
viewed. The results of the data analysis are mixed, indicating 
a variety of attitudes and xeactions toward the Commercial 


Pe@evitles Program. 


i a fail ee ERT way das « 


5 Om ¥ 
CO en 73 1473 t0itiow oF 1 Nov 55 15 O@soLeTE 


___ UNCLASSIFIED 


/N - LF. : . ASSIFICATION OF THIS PAGE (When Lela an 
ame sce: OTs 001 - SECURITY CLASSIFICATION OF THIS PAGE (When Leta Antarec 





SECURITY CLASSIFICATION OF THIS PAGE (When Data Entered) 


#20 - ABSTRACT - (CONTINUED) 


The researchers propose the Organization Development 
approach as a way to manage the change imposed by CAP. 
An open-systems model is presented to illustrate the 
system-wide perspective and provide a method for achieving 
organization health. Assistance from the Navy's Organiza- 
tion Effectiveness Centers is recommended as an important 
resource for organizations such as a depot to draw on to 
manage change and achieve organization health. © 


S N 0102- LF: 014-6601 


3 UNCLASSIFIED 


SECURITY CLASSIFICATION OF THIS PAGE(Vhen Data Enters) 


— 3. 





Approved for public release; distribution unlimited. 


An Organization Development Approach 
to the Commercial Activities Program 


by 


Norma J. Powers 
Baewpeeeyora University of eChicago, 19 /6 


and 


Linda Donnelly Schmitt 
B.A., Rosemont College, 1969 


Dunierod Imhepartlal fultvilment of the 
requirements for the degree of 


MASTER OF SCIENCE IN MANAGEMENT 


from the 


NAVAL POSTGRADUATE SCHOOL 
December 1983 








ABSTRACT 


The thesis examines the Commercial Activities Program 
(CAP) as implemented at a depot specialized for major 
overhaul and repair of ships. Empirical data were collected 
to determine the effects of CAP on depot employees and 
managers. Three groups of employees were surveyed and 
several managers were interviewed. The results of the 
data analysis are mixed, indicating a variety of attitudes 
and reactions toward the Commercial Activities Program. 

The researchers propose the Organization Development 
approach as a way to manage the change imposed by CAP. An 
open-systems model is presented to illustrate the system- 
wide perspective and provide a method for achieving organi- 
zation health. Assistance from the Navy's Organization 
Effectiveness Centers is recommended as an important 
mecsource fOr Organizations such as a depot to draw on to 


Manage change and achieve organization health. 
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ie ane WUE TLON 


The federal government has two responsibilities: to 
implement and administer policies defined by the execu- 
tive, legislative, and judicial branches of government, 
and to keep its own house in order. At times these two 
Responsibilities conflict. The potential for conflict 
arises from an implied role as the ideal employer. If the 
federal government administers a policy designed to 
eliminate discrimination, for example, then the federal 
government must itself incorporate all facets of this 
policy in its own internal administration. Thus the 
Bevernment performs a dual role: that of implementer of 
policy and as an example of properly executed policy. This 
position iS a precarious one, because the policies mandated 
by the executive, legislative and judicial branches often 
@emrtlict. 

This conflict has become more evident due to a renewed 
emphasis on cost effectiveness and a desire to reduce the 
meeenwOor the government. Proposition 13, the California 
"taxpayer's rebellion," was the most talked about result of 
the desire to reduce government, as taxpayers in California 
reacted to higher prices for what were perceived as inade- 
quate services. 

In reaction to this movement to reduce its size, the 


federal government, through the Office of Management and 





Budget (OMB), has responded by implementing policies to do 
Risteenat.ssolnce the Ehrust Of the movement is on the size 
of the government, the new policies address specifically 
that area: the size of the federal workforce. 

This concept of a reduced federal workforce is not new. 
In 1955 President Eisenhower, through the Bureau of the 
Budget, stated that it was not the business of government to 
be in business, and that services should be sought from the 
private sector first. Government provision of services 
should be provided only when the private sector was incapa- 
ble, due to the nature of the service, of providing the 
service. However, this early statement was not reinforced 
with specific direction. The Bureau of the Budget issued 
maatci1onal bulletins in 1957, and 1960. In 1966, the Office 
of Management and Budget (OMB), successor to Bureau of the 
Budget, issued Circular No. A-76 to the Heads of Executive 
Departments and Establishments. The policy was given new 
"teeth" as the Commercial and Industrial Type Activities 
Program (CITA). While the CITA program was more successful 
than the previous policy statement, it was not until the 
current administration that the goals of the policy became 
widely implemented. 

Circular A-76 and its supplement were again revised in 
Meo and in 1983, establishing administrative direction for 
the Commercial Activities Program (CAP) and outlined the 
fundamental principle for contracting of government 


services: 






Seva seScchecana  cOntinnes to De the general policy 

of the government to rely on commercial sources to 

supply the products and services the government 

needs. 
mecording to David A. Stockman, Director of OMB, in a letter 
Pecompanying Circular A-76, 

In the process of governing the government should 

not compete with its citizens but should rely on 

private industry to provide commercial products 

and services. [Ref. 1] 

Under the current administration, the program is referred 
to as the Commercial Activities Program. The purpose of CAP 
is to reduce the size of the federal workforce by turning 
selected services over to private industry. In effect, CAP 
opens up to the private sector, services that have for some 
time been performed by government employees. 

The implementation of CAP appears to have focused en- 
tirely on one element: to reduce the size of the workforce, 
with no accommodation for other subsystems of the government. 
The policy imposes new and untried constraints on an 
Meeivity, yet the activity 1s still responsible for cost 
effective mission accomplishment. Policy mandates, such as 
removing "ceiling points,"* have been imposed with the assump- 
tion that subject organizations wili absorb the reduction 
and its repercussions. Little guidance has been vrovided 


to implement the policy, causing unnecessary turmoil, ineffi- 


Gilencies, and antagonism. The end result, reduction of the 


ceiling points are how a hiring limitation is trans- 
Metead into numbers for a particular facility. 





labor force, will eventually be reached, but a legitimate 
question arises about whether the subject organization will 
recover from the imposed changes within a reasonable length 
of time. 

"A-76" is the vehicle the government is using to divest 
itself of the functions that can be performed by the private 
sector. The criteria for "in-house" versus "contracted" 
performance is the Cost Comparison Form. The subject 
activity estimates current costs of in-house performance. 
This estimate is then compared to the contractor's firm bids 
for the same work. The definition of the work is described 
in detail in the Performance of Work Statement. This docu- 
ment defines the work in terms of the outputs. It does not, 
for example, indicate what kind of organizational structure 
1s required for the work, nor the qualifications of employees. 
The comparison is based, then, on outputs and costs. The 
CAP permits contractor use of government facilities (with 
adjustments in the Cost Comparison Form), and contractor use 
of government equipment, but clearly stipulates that an 
employer/employvee relationship between the government and 
me contractor is prohibited. 

What is proposed, then, in the case of contractor perfor- 
mance, is that contractor personnel take the place of govern- 
ment personnel, occupy the same or similar spaces, and 
provide services to the activity, yet remain separate from 
P@enactivity Organization. Supervision of contractor per- 


formance is assigned to a contracting officer as the activity's 
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representative to the contractor. Direct contact between 
Pevecrnmcim:s dnd COontracton personnel (other than the contract- 
ing officer) concerning satisfactory or unsatisfactory work 
is discouraged. If a contractor's performance 1S unsatis- 
factory, the affected government personnel convey their com- 
plaints to the contracting officer rather than the contractor 
personnel. 

The consequence of this indirect communication iS a major 
change in how the remaining government employees perform 
their work. The contracting officer and the contract admin- 
istration division of the activity, for example, assume a 
new importance in the activity's functioning, while the 
role of the government manager in the area of the contracted 
function is diminished. 

There 1s a cacaphony of voices both for and against the 
program. Those espousing the program point to increased 
competition, a reduced federal labor force, reduced costs, 
increased efficiency and a stand on competition as "the 
American way." Those opposing the program claim that it 
causes increased costs, reduced control, increase in govern- 
ment rework, reduced efficiency, disproportionate negative 
impact on handicapped and minority employees, decline in 
worker morale, disregard of health and environmental safe- 
guards, increased "hidden" federal labor force, and a reduc- 
tion in pay scales. 

How can there be such divergent viewpoints on the same 


program? In this paper, we contend that, despite the merits 


ae 





and flaws of the Commercial Activities Program, the manner 
in which it was imposed upon the affected agencies caused 
much of the negative reaction. Instead of tapping positive 
forces for change, the program has created powerful resis- 
tance, turmoil, and uncertainty for the affected parties. 

We propose that a more effective, long lasting, and produc- 
tive approach would have used the principles of organization 
development to guide the implementation of the program. 

This thesis looks at how CAP is currently implemented 
at a depot and compares the approach with one that incor- 
porates the principles of organization development. The 
current implementation of CAP is examined in terms of organi- 
zation effectiveness, efficiency, morale, communications, 
continuity, and the perceptions of CAP. The method used 
to examine CAP implementation includes a survey of affected 
employees compared to the same survey of unaffected employees. 
This part of the examination locks at communications, con- 
tinuity, and the perceptions of CAP. The second part of 
the method is interviews of several activity managers who 
have had specific experience with CAP and with employees 
affected by CAP. Their responses are examined in light of 
Organization effectiveness, efficiency, and morale. 

A basic tool of the organization development (OD) 
approach to change is the "open systems model." This open 
svstems model allows the subject organization to examine 
itself as a dynamic system in which changes are incorporated 


by planned adaptation rather than haphazard imposition. The 


10% 





organization development approach recognizes that change in 
one area of an organization changes the other subsystems of 
the organization, much like a pebble tossed into a pond. 
The thesis presents an open systems model as a way for federal 
managers to incorporate a policy such as CAP effectively. 
The thesis is organized into six chapters. The Commer- 
Cial Activities Program is explained in Chapter II by talk- 
ing about what CAP is, why CAP is being implemented, how it 
is implemented, who the players are, and where it is imple- 
mented. Chapter III discusses the approach to change that 
organization development proposes, using an open systems 
model as a framework to implement change. It concludes with 
a comparison of CAP implementation of change to OD implemen- 
tation of change. Chapter IV presents the methodology used 
in collecting and analyzing data on CAP at a naval facility 
specialized for major overhaul and repair of ships. The 
Findings of the data collection and analysis is the subject 
of Chapter V, followed by the Discussion of Findings in 
Chapter VI. Chapter VII concludes the thesis with Recom- 
mendations for current and future implementation of the 


Commercial Activities Program. 
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Mee cOlMencloumncw ry i TES PROGRAM 


The Commercial Activities Program (CAP) is the corner- 
stone of the federal government's policy to identify, 
define, and determine the best source for, "commercial 
activities the government currently performs." "Commer- 
cial activities" are functions that do not directly relate 
onan Organization's mission. This chapter examines CAP 
by looking at WHAT CAP is, WHY it exists, WHERE it is imple- 
mented, HOW it is implemented, WHO the key players are, and 
WHEN it is scheduled. This paper focuses primarily on the 
implementation of CAP at a depot level Naval facility chat 
is,a large scale non-operating Naval facility specializing 


in major overhaul and repair of ships. 


fee WEAT IS CAP? 

The Commercial Activities Program is the most recent 
development in the federal government's efforts to divest 
itself of functions that can be more efficiently performea 
by the private sector. The program is designed to identify 
which functions are performed more cost effectively by the 
government, and thus retained "in-house," and which are 
performed mere efficiently by a private contractor. A 
commercial activity is a function in an Executive agency 
that does not directly support the agency's mission. Most 


of functions that directly support the mission of the agency, 


14 





gee Calléd “depot level” and cannot be considered for con- 
Peacting Out. A commercial activity, then, is a function 
meat 1S “non-depot’” level, and as such is targeted for 
Pessible contracting out. 

It would be desirable at this point to list the specific 
work units or job titles that are non-depot level functions, 
but there are few that are universally considered commercial 
activities. The only function that most agencies agree is 
non-mission related work is janitorial or custodial work. 
Some agencies contracted this work out under the predecessor 
to CAP, the CITA program more than a decade ago. 

The Office of Management and Budget (OMB), part of the 
Executive branch of the federal government, issues guide- 
lines for CAP and is responsible for overseeing its implemen- 
Saeton. The nucleus of CAP is composed of "A-76," "PWS," 
and the "Cost Comparison Handbook." A-76 refers to the OMB 
Circular which provides guidelines for CAP and lists broad 
categories of "contractable" functions such as: 

1. Food services 

2. Automatic data processing 

3. Transportation 

4. Security 
A-76 was most recently revised on August 4, 1983. Its com- 
panion in PWS, "A Guide for Writing and Administering Per- 
formance Statements cf Work for Service Contracts," issued 


by the Office of Federal Procurement Policy (OFPP), the 
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Pemacy-Ceranicion arm Of OMB. The Cost Comparison Handbook 
describes the costing procedure used to compare government 
me=—Erormance Of a function to contractor performance of a 
munction. 

A-76 includes broad categories of functions that are 
inherently governmental and as such cannot be contracted out. 
These include: 

l. services provided by the Internal Revenue Service such 
as collection of taxes, 

2. services performed by other components of the 
Department of the Treasury such as control of 
treasury accounts and money supply, 

3. administration of public trusts performed by the 
Social Security Administration, and 

4. intelligence and counter-intelligence operations such 
as those provided by the Central Intelligence Agency. 

Other functions exempt from the CAP are those relating to 
our national defense, combat support, foreign relations, 
management of federal employees, regulation of the use of 
Space, oceans, our navigable rivers and other natural 
mesources, and the regulation of industry and commerce 
including food and drugs. 

Petes tne A-7/6 does not do, is specify any of the com- 
mercial activities to any particular Executive agency. 

The Circular is open to interpretation by each of the 


Executive agencies required to implement it. The letter 
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from the Director of Management and Budget accompanying the 


Circular specifically states that the program should be 


implemented with a "minimum of internal instruction" [Ref. 


2). 


As implemented by the Department of the Navy, there are 


four components to a CA study: 


2. 


An inventory of non-depot level functions is prepared 
and submitted to Chief of Naval Operations via the 
depot's major claimant. The major claimant reviews 
the list and selects those functions that will be 
studied during the ensuing fiscal year for possible 
Goneracting out. 

The depot prepares a Plan of Action and Milestone 
(Gannt) chart for approved functions to facilitate 
timely completion of documents required by Circular 
A-76 such as performance of work statements (PWS), 
cost comparison study, and most efficient organiza- 
tion (MEO). 

Managers who have direct responsibility for the 
commercial activity under study usually prepare per- 
formance of work statements and define the most 
efficient operation. 

An annual report is prepared for OMB via the major 
Claimant listing the CAP studies completed and the 
results of each study, l1.e., who performs the com- 
mMenoaal activity in the most efficient and cost 


effective way: the depot or a contractor. 
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B. WHY HAVE A CAP? 

This section reviews the positive as well as the negative 
reasons for the CA program. First the negative reasons are 
examined. 

The initial impact on the affirmative action program has 
not been significant, possibly due to the limited number of 
functions contracted out to date. Long term effects could 
be negative. Training programs such as worker-trainee, 
helper to journeyman, etc., which have enabled minorities 
to break down racial and cultural barriers and women to 
break down sex barriers may suffer as entry level positions 
are eliminated when functions are contracted out. The 
employment of handicapped employees may also be reduced by 
the CAP. 

BeouEcOvCrESyesurrounds Che protections afforded govern- 
ment workers who lose their jobs because of contracting out. 
In testimony before the Committee of Post Office and Civil 
Services Subcommittee on Human Resources, the National 
Employment Director of Disabled American Veterans spoke of 
a disabled veteran with preference eligibility who was 
@mpeered "right cf first refusal" with the contractor when 
his job was lost. He was offered employment of only 
twenty hours per week at a pay rate of $5.59 per hour with 
Gernge benefits amounting to only 32 cents per nour (amount- 


ing to approximately 6% of total pay), rather than the 
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pes" included in the cost comparison study for government 
workers [Ref. 3]. There is no requirement for a contractor 
to provide preference to disabled veterans as mandated in 
the federal sector. The social costs created by the 
elimination of such programs are difficult to estimate. 

A decline in morale is predicted for workers whose jobs 
are studied for contracting out. The study itself creates 
uncertainty for employees some of whom react by trasnferring 
to other positions within the organization, or quit altogether. 
This turmoil is difficult to contain and creates problems 
for the manager who is trying to carry on normal operations, 
Orient new employees, as well as conduct the PWS. 

Once a function is contracted out, the manager loses 
Seeeect control over that function. Complaints about con- 
tractor performance cannot always be resolved on the spot. 
Complaints are routed through the contracting officer or 
his/her Technical Representative (COTR), and then to the 
Semtractor. The “learning curve" concept applies to con- 
tractor performance. Regardless of one's expertiSe ina 
given field, an orientation period is necessary to learn tne 
memogon, layout of the facility, format for the work, etc. 


This learning curve and concurrent adaptation affects 


SSupplement to Circular A-76 (Revised), 4 August 1983, 
p. IV-10. This figure includes 20.4% for retirement 
penefits, 3.7% for life and health insurance benefits, 
1.3% for Medicare, 1.9% for worker's compensation, bonuses 
and awards, and the unemployment program 


19 





contractor employees as well as government employees, who 
must learn to work around contractor personnel. While con- 
tractor costs are set by the bid procedure, the costs of 
time lost by government personnel are not counted. One 
cost, however, that can be traced is the amount of rework 
necessary to correct contractor errors. Either the con- 
tractor absorbs the cost, if the rework is performed by the 
contractor, or the contractor bills the government if a 
change order is involved, or the government performs the 
rework in interests of time or money. 

Peeu.S. News and World Report article entitled, "U.S. 
Government's Invisible Workers," indicated that government 
agencies are turning to contract labor to circumvent man- 
power ceiling reductions [Ref. 4]. Opponents of the CAP 
point out that while the direct payroll is decreased, the 
government is simply disguising the size of its workforce. 
The disguised workforce coupled with accusations of reduced 
pay scales for contractor employees are the reasons cited 
by labor unions for the emphasis on contracting out. 

Concern is voiced about contractor enforcement of safety 
m@emnealth regulations. A depot safety officer cannot en- 
force OSHA standards unless there is a situation of 
“imminent danger." Imminent danger is defined as danger 
of loss of life, significant damage to government equipment 
Or property, or safety and health hazard to government 
employees. Security is cited as another concern when con- 


tractor personnel require access to secure areas to perform 
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Eneir jobs. A depot experienced backlogs of uncompleted 
work when a contractor hired foreigners to perform govern- 
ment work. The contractor was reminded that non-citizens 
could not perform the work, and the backlog was created as 
the contractor found and trained new people. 

When government employees vacate a function, they are 
transferred, retire, or quit. The history of the function 
is lost, as the contractor cannot tap these resources unless 
these knowledgeable employees choose to work for the 
Bemcractor. 

There are other hidden costs to the CAP. Performing 
commercial activity studies consumes time and personnel 
resources. The costs of conducting these studies are not 
reflected in the cost comparison. Studying two functions at 
a small Navy installation (approximately 1,000 employees) 
cost in excess of $104,000. A moratorium was placed on the 
two functions, precluding the installation from completing 
the CA process. In effect the $104,000 was lost [Ref. 5]. 
fie moratorium creates long-term uncertainty for the affected 
employees, who either "learn to live with it," or leave. 

All CA studies of 1l or more employees conducted in the 
Department of the Navy must be audited by the Naval Audit 
SBervice [Ref. 6). During fiscal year 1982, a total of 220 
CA studies were audited at a cost of $980,564. Travel and 
perdiem costs for these studies amounted to $49,028 bringing 


mae total costs to about $1,029,000 [Ref. 7]. 
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One Naval facility contracted out its commercial activi- 
ties studies. When the initial study was found inadequate, 
the facility modified the contract to reflect a more accu- 
mace statement of work. Total cost for the CA study: 
$100,000 [Ref. 8]. 

A learning curve iS associated with conducting CA 
studies. Navy employees assigned to this task must be 
trained. Basic training lasts one week and is conducted in 
various regions throughout the United States. In order to 
calculate the costs of this training, one must include travel, 
perdiem, and the opportunity cost of lost productive time 
as well as the costs of the training itself. Some CA studies 
have been conducted by Navy employees who have not been ade- 
quately trained, due to time or personnel constraints. The 
consequences of inadequate studies are several: rework time 
Ge the study has to be redone, change orders to a contract 
jmemeche initial contract is deficient, lost productivity for 
the facility as it compensates for the unprovided services. 

A critical consequence of an inadequate study is the failure 
Bemdevelop “the most efficient organization" prior to costing 
Bmeerunction. This can result in a contractor winning a 

bid for work that actually can be performed more efficiently 
in-house. 

Severance pay for laid-off workers, loss of technical 
expertise of those who change positions, relocation costs 
for those who take jobs at other Navy facilities, loss of 


expertise of those who retire early, and training of 
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relocated or transferred employees are all costs associated 
with the Commercial Activities Program. An assessment of 
the specific dollar costs associated with these externali- 
ties is beyond the scope of this paper. 

Opponents to CAP cite "buy-ins" as a potential problem, 

a practice where a contractor underbids a contract in order 
to get hired. Once hired, the contractor provides the mini- 
mum level of service required by the contract. The contrac- 
tor relies on change orders and contract renewal options for 
profit. If a contractor is unquestionably incapable of 
performing, the facility may cancel the contract and put the 
Mumetion out for bid again, causing loss of services until 

a new contractor is hired. The government cannot compete 
maeenis second round of bidding. An opportunistic contractor 
can take advantage of this void. 

The threat of strikes poses a more serious consequence of 
MmomeractOr performance. Services provided to the Navy could 
be interrupted by a strike by contractor employees. A 
recent strike on the West Coast halted the repair of the main 
Ship of a battle group until government employees could be 
brought in. Fortunately government expertise was available 
mice ne same geographical area so that the repair was com- 
pleted. The impact of a strike of this magnitude, had 
government expertise not been available, would have hac 
repercussions throughout the fleet. 

Probably the greatest potential benefit to be derived 


Erom the commercial activities program is the increased 
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efficiency gained from the implementation of the MEO concept. 
As the facility applies industrial engineering principles 
such as standards and measurements of performance, control 
and evaluation to each function defined in the PWS, the 
Organization of a function is restructured in order to 
attain optimal performance. As the Navy fully implements 
the MEO, the following potential benefits can be realized. 

1. Operating costs decrease and productivity increases 
as unnecessary and inefficient work practices are 
identified and eliminated. 

2. Navy managers define objective standards for 
evaluating the contractor's performance or its own 
performance if the work remains in-house. 

3. Contract administration costs decrease since 
objective performance criteria combined with a 
reliable inspection system based on random sampling 
requires fewer inspectors to ensure quality. 

4. Work force requirements and staffing decisions for 
functions remaining in-house are supported by credi- 
ble and reliable data to justify personnel requests. 

5. The turmoil and disruption associated with con- 
tracting out Navy functions lessen as Navy employees 
realize the personal satisfaction of "winning" a 
study that remains in-house. 

While there are no specific cost saving Gata available 


for the Navy, the Department of Defense (DcD) reports the 
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following savings through its use of efficiency reviews 
over a three-year period. 

a reduction of 600 positions created a savings of 
$30 million over a three-year period. 

2. more economical contract performance resulted in 
savings of $130 million. 

3. annual operating costs of commercial activities were 
reduced by 5 percent. [Ref. 9] 

The increased emphasis on organizational efficiency and 
the injection of the incentives provided by competition 
may offer further advantages. Requiring all government 
managers to evaluate their use of personnel in a competitive 
environment viewpoint will lessen the tendency toward 
"empire building." Empire building includes three non- 
productive practices: 

ime Grade creep, the practice of rewarding good per- 
formers with position upgrades (instead of within- 
grade increases or cash awards), 

See OVerStaffing during low activity cycles in order to 
ensure sufficient manpower during high activity 
evyceles, 

3. increasing the number of employees supervised in 


order to enhance the supervisor's position. 


sEfficiency reviews are similar to the CA process but 
are conducted for non-CA functions. The Efficiency Review 
includes the PWS and MEO but does not include the cost 
comparison. 





The application of the MEO concept through a CA study 
highlights the typical flaws of government employment: low 
emaauctivity, little incentive to cut costs, restricted and 
ineffective use of human resources. While the CA program 
may seem draconian, some of these ills may be alleviated in 
Ehe process. 

With the MEO process, managers are recognized for con- 
trolling costs and producing outputs according to a pre- 
defined standard rather than for maintaining the status 


eo . 


fee WHERE IS CAP IMPLEMENTED? 

All agencies in the Executive branch of the federal 
government are covered by Circular A-76. Only the Judicial 
and Legislative branches and the Executive Office of the 
President are exempt from these provisions. The provisions 
contained in Circular A-76 are identical for all agencies, 
but the Department of Defense (DoD) has been a consistent 
leader in carrying out the OMB policy [Ref. 10]. DoD has 
completed more efficiency reviews and cost comparison 
studies than any other federal agency. About 40% of the 
cost comparisons studied show that it is more economical 
momretain the function in house [Ref. 11]. Within DoD, the 
following functions have been contracted out: laundry and 
dry cleaning, grounds maintenance, keypunch services, opera- 
tion and maintenance of radio transmitting, bulk liquid 


storage operations, janitorial services, missile maintenance, 
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precision measurement equipment laboratory, food services, 
and audiovisual service [Ref. 13]. 

The proportions of contractors and government employees 
is currently approximately 40% contractor employees and 60% 


federal government employees [Ref. 14]. 


D. WHO ARE THE CAP PLAYERS? 
This section examines the key players in the CA process, 
from the time a depot submits its package to its major 


Claimant until the most efficient organization has been 


identified. 
a; Depot 


The depot is certainly one of the most critical players 

Since it has ownership of the commercial activity. 
Peaeiaval Regional Contracting Office (NRCO) 

This office serves as the liaison between the depot, 
the contractors and other players. It serves as a depositary 
Beeeooth the depot and contractors. 

3. Defense Contract Administration Service (DCAS) 

This support agency specializes in administering 
contracts for the four military services. It performs audits 
on contractors starting with the lowest bidder, after the 
official bid opening, to determine if the contractor is 
ready, willing, and able to perform the service as speci- 


fied in the solicitation for bid. 
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4, Naval Facilities Engineering Command (NAVFAC) 

This command establishes the procurement procedures 
for commercial activity solicitations for all public works 
jobs in the Department of the Navy. 

5. Navy Supply Command (NAVSUP) 

This command establishes the procurement procedures 
for all commercial activities except public works jobs. 

oe CONELEACtOLS 

A contractor is a private sector firm that bids ona 
commercial activity. Some private sector firms may be 
designated a small business if the following criteria are 
met. As a manufacturer of goods, the business must employ 
500 or less people. In the service business, average annual 
sales for the most recent three-year period must not exceed 
the benchmark established for a particular type of service. 
The Defense Acquisition Regulation (DAR) lists 18 different 
categories of services. Figure 1 displays a sample taken 


from the DAR: 


FUNCTION BENCHMARK 

Tanitorial and Custodial S455 mail 0n 

Base Maintenance 7S) apulbilaverel 

Food Service Se Sy Sia lllbikeng' 

Laundry & Dry Cleaning 40° million 
Pogubem a Caregorles Of Gervice 
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7. Small Business Administration (SBA) 

The SBA determines if a small business is competent 
after the NRCO review and the DCAS audit have determined that 
the contractor cannot successfully fulfill the requirements 
of the solicitation for bid. SBA uses five standard cate- 
meres to determine competency of a contractor: 

1. Capacity--physical facility, equipment and/or number 
of employees are adequate or sufficient to perform 
the functions described in the solicitation for bid. 

2. Credit--adequate working capital is available for 
work stipulated in solicitation for bid. 

Mummeciocicy—-degree to which che business has performed 
Se Past  “GOvernmene COntracts. 

Pmlicegn ier business is run in an honest and sincere 
manner. 

5. Perseverance--business is able to endure in the 
market place. 

If SBA determines that a low-bidder small business is 
competent, the business is issued a Certificate of Competency 
and awarded the contract, despite DCAS or NRCO negative 


results. 


Gee HOW IS CAP IMPLEMENTED? 

As a first step in implementing the CAP, the depot pre- 
Bares an inventory of all its commercial activities (CA). 
This inventory is updated annually. The inventory includes 


euesent CA, known Expansions of CA, and new requirements. 
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Functions are broken down into those with more than 10 
full-time equivalent (FTE) employees and those with less 
than 10 FTES. + This inventory is available to the public 
as well as other government agencies. The major claimant of 
the depot reviews the inventory and approves the functions 
to be studied during the ensuing fiscal year. Figure 2 
mepresents the steps of the CAP process. 

A plan of action and milestone chart is prepared to 
facilitate orderly and timely completion of the A-76 proc- 
ess. This chart lists the steps in the process, targeted 
completion dates for each, identifies the action officer 
for each step and gives a brief description of the event. 

Preparing meaningful performance of work statements 
(PWS) has become one of the most critical functions of a 
depot manager with commercial activity responsibility. The 
PWS must include all responsibilities and requirements for 
facilities, equipment and material as well as a description 
of the output requirements for the function. To be useful, 
fmewe mUSt Clearly state what has to be done without pre- 
Semroing Now it 1s to be done, and provide objective standards 
against which performance can be measured regardless of who 
meapeerins tie LuNnctLion--a contractor or the government. The 
PWS is considered public information and is available to 


the public for review before bids are submitted. In fact, 


teull-time equivalent equals 2,080 hours in a workyear, 
2,087 hours beginning in fiscal year 1985. 
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FLOW CHART 
IMPLEMENTATION OF OMB CIRCULAR NO. A-76 
EXISTING GOVERNMENT ACTIVITIES AND EXPANSIONS 
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it is the PWS that forms the basis for the cost comparison 
study and the contractor's bids. 

A well developed PWS is a major part of the in-house cost 
estimate which results in a most efficient organization (MEO). 
This study, if done effectively, restricts the tendency 
toward "empire building," since the organization must reflect 
the best efforts of the department manager to improve the 
Operations of the function under study. Using the PWS as a 
guide, the primary emphasis is defining the best possible 
way Of doing what must be done. The manager should be given 
complete freedom and encouraged to be innovative and creative 
in reshaping the old work unit into one that is competitive 
with the private sector but still meets the required quan- 
tity and quality standards. 

The most efficient organization includes an analysis by 
FTES, job titles and grade levels. This study is considered 
very sensitive and is submitted to the NRCO in a sealed 
package at the same time the PWS is submitted. The sealed 
package is not opened until a successful bidder is identified. 

Since both the depot's and private contractor's cost 
estimates must be based on the same scope of work and 
standards of performance, the PWS is a critical document 
for the bidding process. There are two procedures used at 
the depot for bidding--formal advertising and competitive 
negotiations. The type of contract determines the bidding 
procedure that is used. NAVFAC requires the formal adver- 


ftising procedure for all public works jobs, but NAVSUP 
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uses the competitive negotiated bid for other service 
contracts. There is a fundamental difference in the two 
procedures. 

When public works jobs are ready for bid, the use of 
formal advertising requests a firm fixed-price bid from the 
Gemeractors. 

Using competitive negotiations, a request for proposal 
is solicited. Then the contracting officer at NRCO discusses 
the proposal with each contractor to assure a clear under- 
standing of the solicitation. This is the negotiation 
Phase. At this point the contractor may change the proposal. 
When a clear and complete understanding exists, the contrac- 
tor submits a "best and final offer" which cannot be changed. 

The contracting officer at NRCO begins reviewing the 
bids starting with the lowest bidder. One by one the bids 
are referred to DCAS for audit. When DCAS approves a con- 
tractor, the sealed package containing the cost for doing 
the business in-house is opened revealing for the first time 
the depot'’s most efficient organization. The next step is 
tO compare the depot's cost to the contractor's cost. This 
is done by completing a standard Cost Comparison Form, part 
Of A-/6. This cost comparison takes the contract price and 
aagads in contract administration, any additional costs and 
one-time conversion costs. If this total exceeds the in- 
house costs by less than 10%, the function remains in-house 


for another five years. 





If DCAS finds a low bid contractor who is designated a 
small business "not competent,” the bid package is referred 
to the Small Business Administration (SBA) for review. If 
SBA supports the findings of DCAS, the next lowest bidder is 
then audited by DCAS. If SBA finds the small business to be 
competent, the contractor is issued a "certificate of compe- 
tency" and the cost comparison is completed. 

Ten or fewer FTES in a commercial activity is considered 
a threshold and may be converted to contract without con- 
ducting a cost comparison except in DoD. No commercial 
activity exceeding the threshold can be modified, reorganized, 
or in any way changed just to avoid a cost comparison study. 

When the cost study begins, the civilian personnel office 
must conduct a mock reduction-in-force (RIF) to identify the 
employees affected and estimate the cost to the government 
Of displacing the employees if the function is contracted 
out. Employees holding temporary appointments have limited 
rights, but employees holding career appointments have many 
rights that must be considered. Often, the career employee 
whose job is eliminated by contracting out the function does 
not lose his/her job, but an employee with a shorter length 
of service in another department may ultimately be displaced. 
Employees who are placed in lower-graded jobs have pay reten- 
tion rights for a period of time at their former grade level. 
Pmyother situations, employees are placed in jobs for which 
they are minimially qualified according to civil service 


regulations. This, of course, reflects a high degree of 
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social responsibility on the depot's part, but at the same 
time increases training costs and decreases productivity 
during the "settling-in" period. The employee who is laid 
off receives severance pay based on years of service. When 
the CA cycle is finalized, losing the in-house function 
triggers implementation of the reduction-in-force. 

Legal disputes about conversions to contractor perfor- 
Mance are limited to appeals based solely on the cost com- 
parison form entries. No other appeals have been accepted. 

Some employees have become very active in fighting the 
CAP. Employees have formed lobbying organizations either 
as part of their bargaining unit or independent of it. One 
Pemeorganization called "SCOT," for Stop Contracting Out 
Today, has many supporters throughout the federal government. 
Some participants in this organization feel that through its 
efforts, a five year moratorium was placed on contracting 
out the fire fighting function at some Navy installations. 

*Buying-in" is the term used to refer to a contractor 
who underbidsthe contract in order to get a foot in the door 
and then raise prices. The General Accounting Office feels 
that such accusations are not correct since in-house func- 
tions and contractors bid on the same statements of work. 

With regard to circumventing personnel ceilings, the 
General Accounting Office (GAO) disputed this accusation 
when it said that, it 


.. Lound no evidence tnat the desire to circumvent 
personnel ceilings led to contracting out decision, 
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put that 
It is clear, however, that the military services use 
DoD's CITA (Commercial and Industrial Type Activities) 
to reduce their civilian workforce. The cost savings 
by contracting out were generally attributable to 
differentials in personnel costs between in-house and 
contractor performance. The contractors generally 
planned to use fewer employees and to pay them less. 
[Ref. 15] 

Trained contracting officer technical representatives 
(COTRs) ensure acceptable levels of performance from con- 
tractors when the in-house bid is unsuccessful. 

The Service Contract Act (41 U.S.C. 351) protects the 
interests of the contractor employees. It requires that 

the service contractor's employees be paid at least 

Emne prevailing rates for similar employees in the 
iecality, Or the rates provided for in a collective 
bargaining agreement covering such employees. [Ref. 16] 

Changing the scope of work after a function is con- 
Peet cad—out requires Change orders to the original contract. 
This is costly and time consuming. Well written perfor- 
mance of work statements minimize the need for change orders 
fera Contract. 

Problems of non-performance by contractor should be 
mMinimized as the CAP process continues. Managers and 
management analysts are improving their skills in writing 
performance of work statements and cost studies. Results 
Mmremauaits Of solicitations for bid by contracting officers 
at NRCO and DCAS minimize the risk of letting a bid to a 


memeractor who cannot perform. When a contractor cannot 


perform, however, the contract is cancelled and the function 
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is again performed in-house, usually with temporary employees, 


until a competent contractor is found. 


ie WHEN MUST CAP BE COMPLETED? 

The initial reviews of all commercial activity in the 
federal government must be completed by September 30, 1987. 
By March 15 of each year, agencies must report their progress 
in reviewing commercial activity to the Office of Federal 
Procurement Policy, OMB. This three part report includes 
the inventory and review schedule, reviews and cost compari- 
sons conducted during the past fiscal year, and effects of 
reviews or cost comparison studies on the budget year and 
budget year plus one budget estimates. A function that 
is studied and remains in-house for any reason will be 
studied at least once every five years. 

At least once per year the Navy must publish its schedules 
for conducting cost comparison studies in both the Commerce 
memencss Daily and the Federal Register. These schedules 
msut be published at least 30 days before beginning the 
first cost comparison study con the schedules and incluce the 
name and location of each study and date it is to begin. 

Any change to this schedule requires a 30 day public notice 
MmamoOth publications. When an agency finds that no commer- 
Cial source is capable of providing the needed product or 


memice, three notices describing the requirement must be 


meee-d in the Commerce Business Daily over a 90 day period. 
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In the case of a bona fide urgency, two notices over a 30 
day period will suffice. 
When a contractor is successful, the proposal acceptance 
period must be extended 60 days to cover the appeal period. 
Any time a new requirement is added to a federal agency's 
mission that falls into the commercial activity category, 
it will be performed -by contractor unless 

1. there is no satisfactory commercial source available, 

2. it is exempted for national defense reasons, 

3. aif it involves a hospital operated by the government, 
the hospital's chief medical director determines that 
in-house performance is in the best interest of 
direct patient care. 

When a commercial activity is expanded it will be studied 
for contracting out. An expansion is defined as a cost 
increase of 30% in either the total capital investment or 


the annual personnel and material cost. 


G. SUMMARY 
The CAP has forced the functional manager to streamline 

the function he or she supervises. One may question whether 
this streamlining would take place without an impetus such 
as CAP. Some important points to keep in mind about the 
CAP are that 

1. It is mandated for implementation by almost all 

Executive agencies. 
2. It changes the roles of several offices in an 


organization. 
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3. It causes repercussions throughout the organization 
as employees are shifted and functions are changed. 

In the next chapter an approach for managing change is 
presented. It is designed to assist the organization in 
planning for and adapting to change in the most effective 


way. 


32 





III. MANAGING CHANGE THROUGH ORGANIZATION DEVELOPMENT 


This chapter explores managing change through the use 
of organization development (OD) strategies. We discuss 
the manager's and worker's role in a changing environment, 
and introduce an organization model for a changing environ- 
ment. The chapter ends with a summary of the differences 
between an OD approach to change and organizational change 


through the commercial activities program (CAP). 


A. THE ORGANIZATION DEVELOPMENT APPROACH 
To reduce organization development to a short, simplis- 

tic definition would be misleading, so it is discussed in 
terms of what it is, what it can do, who is involved and how 
it functions. Organization development is a consciously 
planned process, using behavioral science techniques, which 
focuses on problems that prevent an organization from reach- 
ing its optimum level of performance. Optimum performance 
is measured in terms of three elements: an organization's 
efficiency or the ratio of inputs to outputs, effectiveness 
or how well it achieves its goals, and organization "health." 
Organization health can be measured three ways: 

1. Integrating organizational and individual goals, 

2. Maximizing organizational and individual problem- 

Seunpeng Capabilities , 


3. Encouraging organizational and individual growth. 
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Changes based on a planned systematic approach usually 
take place as the result of a successful OD effort. Be- 
cause the change is planned and systematic, it is long 
lasting. Using the OD process, change is managed from the 
top and is system wide. Planned change results from a 
systematic diagnosis of the organization, strategic plans 
for implementing necessary change, and making available the 
necessary resources for carrying out the changes. "Managed 
from the top" means that top managers of the organization 
have a personal investment in the OD process, have both 
knowledge of and commitment to the goals of the process, 
and actively support the methods used to achieve the goals. 
All who will be affected by the change should participate 
to some degree in the process of change. "System-wide" 
simply means that a change may affect the total organiza- 
tion such as a new performance evaluation system or a 
department-wide change such as transferring work from within 
one part of an organization to an external source. These 
changes have a ripple effect on the rest of the organization. 

Organization development enhances the in-house capabili- 
ties of an organization, so its optimum performance is a 
recurring process rather than a chance occurrence. 

Mypically, for OD to be successful, an outside consul- 
tant is obtained to gather data, diagnose the organization, 
and feed the data back to the client. Together with the 
tOp manager of the organization, the consultant develops 


an action plan, assists in implementing the action plan, and 
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evaluates the change. The intervention by the consultant 

is terminated with the concurrence of the client. The 
consultant leaves the client with the ability to continue 

to manage the change. During this process, the managers 

and employees must assume very important roles as partici- 
pants in the change process if the change is to be successful. 

There 1s a natural tendency for people to resist change. 
Understanding the nature of the resistance to change will 
assist the manager in the change process. Letting employees 
participate in making the change is one way to lower their 
resistance. An active role in a change process makes an 
important contribution to the employee's estimation of 
self-worth and enhances the contribution which the employee 
makes to the change [Ref. 17]. 

Keeping change a secret until it is ready for implemen- 
tation 1s a sure way to build resistance. Changes in human 
relationships create unexpected resistance to changes made 
in employee jobs. Managers or staff personnel cause resistance 
by their insensitivity to the effects of change on their 
employees. Resistance, when it occurs, should not be con- 
Sidered as something that must be overcome but rather as 
an indication that something is wrong. Thus, when resistance 
occurs, it is time for the manager to listen carefully to 
his/her employees to identify the problem and take corrective 
action. The resistance oe nee successful change is 


a symptom of a problem and not the problem itself. By using 
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fine OD process, the trained manager can learn to anticipate 
and forestall resistance, rather than being subject to the 
effects of resistance. 

Kurt Lewin's three-step model of the change process can 
be used successfully by managers. It deals with behavioral 
and attitudinal change which must take place in sequential 
steps or phases. 

1. Unfreezing of old attitudes, behaviors, and values. 

See nange or the Llearnang of new attitudes, behaviors, 
and values. 

mee Retreezing or the reinforcement-of any learning. 
[Ref£. 18] 

This model provides a time dimension for ordering events 
and calls the manager's attention to conditions existing at 


the onset of the external force requiring the change. 


mee LHE OPEN SYSTEMS MODEL 

A basic tool of the OD approach to change is the open 
systems model. A system is a set of interrelated elements 
so a change in one element may lead to changes in other 
elements. A svstem that interacts with its environment is 
called an "open system." Thus, an open system's model is 
very appropriate for use by a depot. The model chosen for 
use here is "A Congruence Model of Organizational Behavior" 
developed by David A. Nadler and Michael L. Tushman [Ref. 
I9]. This model provides a framework for looking at an 


Organization as a total system. Its major thrust is that 
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for an organization to be effective, its components must be 
consistently structured and managed. The organization must 
meeroachn a state of congruence. Figure 2 is a visual 
representation of the model. 

There are a number of basic systems characteristics. Five 
of the most critical to the understanding of this model are 
mentioned here. First, organizations display degrees of 
internal interdependence. Therefore changes in one component 
or subpart of an organization can have repercussions for 
other parts since these elements are interconnected. Second, 
organizations have the capacity for feedback. Feedback is 
essential because it is information about the output of a 
System which can be used for controlling the system. 

Organizations tend to move toward a state of balance 
which introduces equilibrium as the third characteristic 
of organizations as systems. Fourth, equifinality is dis- 
played by open systems which means that different system 
configurations can lead to the same end or lead to the same 
type of input-output combination. Thus, there is no univer- 
sal or one best way to organize. 

Last, open systems need to adapt. AS environmental 
conditions change, a system must also change if it is to 
remain viable. 

The model consists of three phases which are ongoing 
and simultaneous. They are inputs, transformation process 
and outputs. Inputs consist of three basic elements with 


each containing several features and a critical input 
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referred to as 'strategy.' Environment, the first basic 
input, has three critical features. 

1. It makes demands on the organization. 

2. it places constraints on organizational action by 
limiting the types or kinds of activities in which 
an organization can engage. 

3. It provides opportunities for the organization to 
explore. 

The second input, resources, include the system's 
employees, technology, capital or appropriations, information - 
and intangible assets, such as the perceptions about the 
Seeganization among its client group, or a positive organi- 
Zational climate. Two important aspects of resources are 
their relative value in the given environment, and the flexi- 
bility of the various inputs, or how quickly they can be 
Peconfigured to adapt to change. 

Pestoery, the third imput of the organization, refers 
to the patterns of past behavior, activity, and effective- 
ness of the organization which may affect its current 
menctioning. 

Strategy, the final input, describes the entire range 
of decisions made which support the organization's mission 
and includes specific supporting strategies that the organi- 
zation will use to achieve its mission and the specific 
performance objectives established for this purpose. [In 
other words, a strategy determines how the organization will 


use its resources and history within the constraints of its 
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environment to reach its goals, thereby accomplishing its 
mission. These strategic decisions determine the necessary 
Sautputs for the organization. 

Outputs tell us how effective the organization is. In 
an Organization such as a depot, outputs can be looked at 
from three levels. At the organizational level, the effec- 
tiveness with which an organization meets its objectives, how 
efficient it is in using its resources, and how well it 
adapts to changes in its environment are factors for deter- 
mining the extent of organizational functioning. How well 
Groups or units function and individual behavior and affec- 
tive reactions such as satisfaction, stress, and quality of 
work life, also influence an organization's outputs. 

In the transformation process, strategies are implemented 
to produce effective organizational outputs through group 
Seeunit cohesiveness and individual performance. The organi- 
zation is, in fact, the transformation process. 

According to the model, the organization consists of 
four components: an informal organization, the fcrmal 
organization arrangements, individuals and tasks. Each of 
these components must be understood in order to fully appre- 
GCiate the complexities of an organization. 

The informal organization can be either useful or 
harmful, depending on its power base. It requires manage- 
Meme attention if its focus is in opposition to the overall 


mission of the organization. 
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The formal organizational arrangements include all the 
Meelcles, procedures, Structures, e€tc., that are explicitly 
formed to enable employees to perform the tasks required for 
the organization to accomplish its mission. This component 
contains four factors: 

1. Grouping of jobs into units, referred to as organi- 
zational design 

2. vJob design 

3. Work environment, and 

4. Human resource management system. 

Individuals or employees comprise another component of 
the organization. Individuals possess certain knowledge 
and skills, have different perceptions, needs and back- 
grounds. All these factors must be considered when dealing 
with individuals. 

A task is defined as the basic work inherent to an 
Organization. It is probably the most important component 
Since it drives the organization and is the basic reason 


for its existence, 


fees er uy ING THE OPEN SYSTEMS MODEL TO CAP 

With this explanation of the model, at this point we 
will apply themodel to the implementation of the Commercial 
Activities Program. Responding to its external environment 
(consisting of the Office of Management and Budget (OMB) 
and the Department of Defense), the depot must reevaluate its 


resources and possibly reconfigure them. Using its history 
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aS a perspective, it develops new strategies which will 
assist in meeting deadlines imposed by external forces. 
One of its tasks now becomes the development of the cost 
comparison studies and "most efficient organizations" for 
the functions that are identified as non-depot functions. 
Thus there are now two somewhat conflicting tasks driving 
the depot. One is to overhaul ships on time and at cost, 
while the second involves reconfiguration of the depot's 
mesources to separate non-depot related functions from depot- 
related ones. Overhaul of ships requires resources such as 
Capital (appropriations), human resources, technology, 
equipment, materials, etc. Reconfiguration of depot services 
requires the breakup of complex services into discrete units. 
Human resources (individuals) who have the requisite skills 
to Maintain the depot-related functions must be identified 
eae placed in positions so that CAP will not rob the depot 
of needed talent. Individuals who are in positions affected 
by the CAP must be kept advised of their status so they can 
either look for work elsewhere or move to other jobs at the 
depot at the appropriate time. 

Informal organizations, such as groups of employees 
who band together to try to stave off the CAP, must be 
recognized for what they are: a symptom of the problen, 
not the problem. The emergence of informal organizations 
of this sort are the consequence of unplanned, rather than 


planned, change. 
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Finally, any functions that are contracted out forces 
a change in the formal organizational arrangements. 

Measurement of output remains the same but perhaps 
the depot can become more self-critical when examining the 
effectiveness with which it meets its objectives and how 
efficient it is in using its resources. How well it adapts 
to changes in its environment can be measured in terms of 
the morale of its individuals and their degree of produc- 
tivity. Keeping apprised of these two areas will assist 
the organization in managing and evaluating its change 
process. 

There are several distinct differences between the CAP 
approach to change and managing change through the OD ap- 
proach. The first one is rather obvious--CAP change is 
dictated by OMB via the Department of Defense, and thus is 
not planned or "managed" from the top. It is complied with 
reluctantly in most cases, and enthusiastic acceptance is 
rare. The policy is dictated before the participants are 
"on board." The CAP change does not use behavioral science 
techniques. CAP may not be long lasting since it is subject 
fo political controversy, due to the lack of agreement prior 
to policy-setting. The lack of top management Support re- 
flects discrepancy between the designated mission and the 
constraints imposed by CAP. The health of the organization 
is not considered prior to selecting a function for study. 


An organization may be required to endure needless CAP 
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exercises just to prove to OMB that it is already doing a 
job in an efficient manner. The CAP, as it is implemented 
according to current instruction, is a remedy without a 
diagnosis. 

Substituting the OD approach and applying a model such 
as the congruence model allows the organization to analyze 
and improve the congruence of its components. An ultimate 
goal of a reduced workforce may or may not be a legitimate 
goal: given that it is, the way to reach the goal is by 
tapping the positive forces for change in the organization 


rather than arousing the negative forces. 





IV. METHODOLOGY 


This chapter discusses the methodology used in this re- 
search. Section A is an introduction explanation of the 
approach used, with a brief description of the research 
Site. Section B is a discussion of how the survey and 
interview subjects were selected. Section C is a discussion 
of the survey instrument and the interview instrument. 
Section D concerns assumptions that were made in order to 
conduct the research, and Section E concludes with some 


particular issues impacting on this research. 


A. INTRODUCTION 

Data collection was accomplished by conducting surveys 
of depot and tenant activity employees and by conducting 
interviews with depot managers and tenant activity managers. 
Responses to the survey and interview questions fell into 
Six categories for which relationships were examined. three 
of the categories applied to the survey and three applied 
to the interviews. Survey relationships were examined by 
correlation. The significance level is used to determine 
the degree to which the relationship was due to chance. 
Relationships suggested for interview categories were not 
examined statistically. The interview responses were used 
to amplify or discredit the relevant relationships, in order 
to suggest areas for future research as well as to amplify 


findings from the statistical analysis of survey data. 
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The research was conducted at a major overhaul and 
repair facility for ships, located on the West Coast. The 
largest single department of the depot is the production 
department; the remainder of the departments provide essen- 
tial and auxiliary services to the depot. The depot is 
physically located with several tenant activities, one of 
which participated in the survey and interviews. All data 
were collected within a thirty day period. Groups were 


surveyed separately and managers interviewed individually. 


mo PARTICIPANT SELECTION 

The survey participants were selected with the assistance 
of the personnel department of the depot and an administra- 
tive office of the tenant activity. Two groups of survey 
participants were drawn from the depot, while the third 
moup came from the tenant activity. The original intent 
of the research was to compare the responses of a depot group 
of employees exposed to the CA study with those of a group 
not exposed to CAP as the control groupn. For two reasons 
it was necessary to include a third group, the moratorium 
group from the tenant activity. First, the low number of 
displaced employees available at the depot, and second, the 
restriction placed on the researchers not to survey employees 
currently under study [see Section IV.E). Due to the 
scheduling of the CA studies at the same time the research 
was conducted, several depot employees who would have quali- 


fied as having been exposed to CAP were not available. For 





these reasons the group of moratorium employees from the 
tenant activity were included. A fairly large group (42) 
employed by the tenant activity had been early subjects of 
the CAP. The political controversy that was generated by 
CAP, however, caused a Congressional moratorium to be placed 
on any CA study of the particular function. When the re- 
search was conducted, the moratorium had been in effect for 
over a year. A CA study of the function had been underway 
for several months before the moratorium was placed. Because 
eee moratorium only put the function on "hold," and it was 
entirely possible that the CAP study would eventually be 
completed on the function, the ultimate disposition of the 
function to be retained or contracted out was not known. 
The researchers felt that this group qualified as having 
experienced CAP and therefore included the group. In addi- 
fom, the function of the moratorium group is to provide a 
particular service to the depot, so that the relationship 
between this function and other depot activities is very 
Sloss. The data, however, for this group are reported 
separately from the data concerning the studied group at 
the depot. For the convenience of the reader, the data and 
analysis for a fourth group, a combination of the studied 
group and the moratorium group, have also been provided. 

The grade levels of the stucied and moratorium groups 
were determined and with the assitance of the personnel 


department a control group of depot employees was assembied. 
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The sole criteria for inclusion in the control group, other 
than grade level, was that the employee not have been studied 
by the CAP. No attempt was made to match sex or race. An 
meeempc had been made to match the type of job with the 
moratorium and studied groups, but this was rejected because 
if an employee had a similar job, then in all likelihood he 
or she was being studied. The total numbers for each group 
were: 53 control, 42 moratorium, and 18 studied. The sur- 
vey was administered on site by the researchers. Participa- 
tion in the survey for all groups was voluntary; less than 
five refused to participate. Those who had agreed to partici- 
bate but did not show up were identified as being on leave 
or shift work. Less than 10 did not appear. 

The interview subjects were chosen with the assistance 
of the CA coordinator of the depot. The criteria for selec- 
tion was that they directly or indirectly supervise employees 
studied under CAP, or that they dealt with CAP employees as 
Part of their job. The twelve that were selected agreed 
to be interviewed, and all were available. They came from 
fjme production, public works, data processing, administra- 
tive, and personnel departments, EEO and the tenant activity. 

The interview subjects ranged from first level supervision 
to third level supervision. This range was considered impor- 
tant in order to provide a "vertical slice" of the depot 
with regard to CAP observations. One-on-one interviews 


Were conducted in each manager's office by the researchers. 
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gee LNSTRUMENTS 

The survey instrument is composed of 49 questions. 
Fifteen of the questions were considered critical to the 
research and the remainder were "climate setters" or served 
to move the respondent from one category to the next. The 
critical questions were clustered in three categories, 
stemming from the relationships suggested by the 
researchers. 

The survey instrument was composed of closed-ended 
questions with multiple choice responses. The clustered 
critical questions were separated by non-critical questions 
in order to allow the respondent to deal with issues separately 
and to reduce the impact of one category on another. This 
list of survey questions is provided in Appendix A. 

The interview instrument is composed of 12 open-ended 
questions designed to elicit the manager's observations on 
CAP. The questions addressed issues specifically under the 
purview of the manager as well as their observations of the 
operations of the depot. These questions were also clustered 
in three categories. The interview instrument is provided 


in Appendix B. 


D. ASSUMPTIONS 
Some assumptions were necessary in order to analyze the 
Gata. These assumptions are as follows: 
1. That the survey administered is an appropriate 
indication of the effects of the Commercial Activi- 


ties Program (CAP) on the work force of a depot. 
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2. That the manner in which the CA program has been 
conducted can produce negative results. The experi- 
ence of CAP for a depot employee, either displaced 
or under a moratorium, creates a more negative 
attitude toward the depot than the attitude of employees 
who have not been studied. 

3. That the sample of data collected from each group 
is representative of the population of that group. 

4, That responses from individuals in each group are 


equally valid. 


Pee PARTICULAR ISSUES 

Anonymity was guaranteed to all participants. Thus the 
Survey specifically did not request names or identifying 
characteristics. The interview quotes in Chapter V are 
attributed either to a production supervisor or a support 
Supervisor. The researchers conducted both the survey and 
interviews personally, on site. It was intended that this 
method would make honest responses more likely. 

The depot commander placed two restrictions on the re- 
searchers. First, that employees currently under study 
would not be surveyed, and second, that the depot not be 


identified by name. Both restrictions were adhered to. 


fae ANALYSIS 
The survey responses are analyzed by correlating aques- 
tions clustered in each category to appropriate other 


questions in order to explore the stated relationships. The 
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categories are: perceptions of CAP, communication, and con- 
tinuing at the depot. Whether correlations exist or do not 
exist are determined by the significance level. If the 
Significance level is greater than .05, a relationship 
exists. Correlations are conducted according to group, so 
that it is possible for a relationship to exist for one 
@eoup but not for another. Acain, there are four groups: 
Somtrol, moratorium, studied, and a combination of moratorium 
and studied. The correlation coefficient, significance 
level, and r* are presented for every correlation that did 
not exceed .05 significance. The correlation coefficient 
expresses the strength of the linear relationship between 
the two variables. The closer the coefficient is to +l or 
-l, the stronger the relationship. ré, the square of the 
correlation coefficient, is stated for each relationship. 

It defines the proportion of change in the dependent varia- 
ble which is explained by the independent variable. 

Relative frequencies are determined for each of the 
critical questions. Relative frequencies are also reported 
Meeording to group, and provide further information about 
the relevant relationship. 

Means and standard deviations for the critical questions 
for each group are listed in Appendix C. 

The interview data is also clustered into three cate- 
gories: effectiveness, efficiency, and morale. The inter- 


view data is reported to provide information concerning 
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these categories and their relationships. This data is not 
analyzed statistically but is used to provide information 
about the relationship and lead to further research. 
Representative responses are selected for inclusion in the 


next chapter. 
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Vout ENDENGS 


This chapter is divided into two sections: Survey and 
Interviews. The findings of our survey of depot employees 
is Section A, followed by the findings of our interviews 


of depot managers in Section B. 


Pee OoURVEY OF DEPOT EMPLOYEES 

The instruments used in our study were a survey admin- 
istered to three groups of employees and interviews with 
depot managers. The three groups consisted of a Control 
Group of 53 employees, a group of 42 whose jobs were placed 
under a moratorium for two years (Moratorium Group), and 
a group of 18 employees who were either studied and the 
functions remained in-house or studied and the function was 
contracted out (Studied Group). The combination of Mora- 
torium and Control Groups comprise the "Moratorium and 
Studied Group,” with the commonality of having experienced 
Ene threat or actuality of the Commercial Activities Pro- 
gram. It should be noted that the Moratorium employees are 
employees of a tenant command of the depot. 

Pearson correlation coefficients and frequency analysis 
Nave been used for analyzing the data. The frequency 
analyses provide a relative frequency expressed in percen- 
tages with missing values indicated. Pearson correlation 


measures the relationship between variables and for this a 
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confidence level of 95% is used. When the significance is 
greater than 5% the data are considered not reliable. Only 
correlations with a confidence level of 95% or higher are 
reported. For example, if only one Group is reported ina 
correlation, then only that Group's confidence level met 
ehe 95% confidence criterion. 

r?, the square of the correlation coefficient, is pre- 
sented in each appropriate category. x? defines the propor- 
tion of change in the dependent variable which is explained 
by the independent variable. Thus x? is used in conjunction 
with each correlation to explain the strength rather than 
the direction of the relationship. 

The correlation coefficient has a range between -l and 
+1. The correlation coefficient expresses the strength of 
the linear relationship between the two variables. The 
closer the coefficient is to +l or -l, the stronger the 
relationship. A negative correlation coefficient simply 
means that one question is answered positively while its 
correlated question is answered negatively. For example, 
one could predict that if an employee responded positively 
to a question concerning satisfaction with his or her job, 
that employee would respond negatively to a question con- 
cerning their likelihood to quit. For this example, a 
coefficient of -.75 would indicate that, from this par- 
ticular sample, one could say that the population from 
which the sample is drawn would also show a coefficient 


of -.75 at a given confidence level. 
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Certain questions have been selected from the 49 ques- 
tions asked in the survey instrument. The selected questions 
are considered critical to this study, and are listed with 
their means and standard deviations in Appendix C. These 
selected questions are organized into three categories: 
Commercial Activities Program, Communications, and Continu- 
ing to Work at the Depot. Each category is addressed by 
examining the frequency of possible responses of questions 
in the category, and by correlating the questions with 
appropriate other questions. Only the significant or inter- 
esting results are presented and discussed. 

1. Commercial Activities Program 

Two questions about the Commercial Activities Program 
(CAP) were correlated with each other and with other ques- 
tions to identify certain practices that may affect job 
performance and employee attitudes toward the depot since 
CAP began. These correlations along with their relative 
frequencies are provided. 

"Job performance" and "attitude toward the depot" 
are correlated with other questions. First job performance 
is correlated with five other questions. The relative fre- 
quencies for job performance are provided with the first 
correlation; for subsequent correlations only the relative 
TIrequency for the correlated question is provided. Follow- 
ing the job performance correlations, one question is corre- 
lated with attitude toward the depot. Frequencies for 


attitude and the correlated question are provided. 
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This analysis (see Table 1) examines the relationship 
between job performance since CAP and the explanation of 


changes affecting a work group by the supervisor. 


TABLE 1 


Relative Frequencies by Group 


pence the contracting out program started at the depot, 
doing a good job has become: 


GCOonerol Moratorium Studied Combined 


more important 26 55 gs 0 Shia &, Pare 6) 
no change DOG 40.5 Gud 65.5 
less important G0 ho ties Soe cpore 
don't know 1 0 eal: | Eel rae cee 


My supervisor explains changes ahead of time to my work group 


always one Tiaeee Lael Bras 
most of time 2/2 ts Zo. o jor 0 3on3 
sometimes S50 oS, Ze S10) 410 
meyer Se eee cp dee 8.3 


mae Moratorium Group indicates a coefficient of .27 with 
a Significance of .04 anda x? of .07. Although the responses 
oz the Moratorium Group are positively correlated, the rela- 
tionship is weak, as indicated by the r? ope 407 

The relative frequencies indicate that the Moratorium 
Group believes it receives less explanations from its 


Seervisors, in contrast to the Control and Studied Groups. 
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This analysis (see Table 2) examines the relationship 
between job performance since CAP and receiving plenty of 
notice of changes that affect the individual employee. 

For this correlation, the significance exceeded our 
criterion. The relative frequencies indicate that Control, 
Moratorium, and Studied Groups believe in doing a good job, 
but some members do respond in the less important catesory. 
None of the Control members responded in the less important 
Sacegory. The Moratorium Group again indicates they do not 
receive as much notice of changes as the other groups, and 


have the highest percent (19%) in the "never" category. 


TABLE 2 


Relative Frequencies by Group 


I get plenty of notices about changes that affect me: 


CoOnero. Moratorium Studied Combined 


always 0.0 ees HG, i Oe,'0 
most of time £15 1S) PUG. SMe, 250 
sometimes 43.4 54.8 535 48.3 
meyer 8, 0 9 0 sis UO 


This analysis (see Table 3) examines the relationship be- 
tween job performance since CAP and fair treatment when 
changing jobs. 

The Control Group indicates a coefficient of .25 witha 


Significance of .04 and a r? Gimoo. | for the Control Group, 
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TABEE 3 


Relative Frequencies by Group 


I was treated fairly the last time I changed jobs at the 


depot: 

Conmno. Moratorium Studied Combined 
agree strongly Bt. S76 Gs Is! 
agree IF 610, 4.8 Oc? 823 
neutral ere, Ow 0.0 O70 
disagree RS, 0.0 Oo 0720 
disagree str. 0.0 4.8 Ses 8 
haven't changed OZ rl 69°50 DPE Pi So0 
missing 206 aoa er a0) 


responses to being treated fairly the last time a job change 
was made havea positive relationship with the importance of 
doing a good job since CAP. The x? indicates that 6% of 

the variation in being treated fairly can be explained by the 
importance of doing a good job since CAP began. Those who 
feel they were treated fairly are more apt to feel doing a 
good job has become more important or their attitude toward 
doing a good job has not changed. 

Since a high proportion of respondents for the treated 
fairly question have not changed jobs, or the data is 
fescing, this frequency is difficult to interpret. 

This analysis (see Table 4) examines the relationship 
between the importance of job security and job performance 


Since CAP. 
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TABLE 4 : 


Relative Frequencies by Group 


Job security as a reasonto work at the depot is: 


COoneEro: Moratorium Studied Combined 


very important 77.4 Se. Oe 7 oe Eaee 
important de A0 230 alle, 20.0 
somewhat imp. fa (asl 16.7 Oro 
little imp. eS, 4.8 0.0 Cee 
Seno imp. Jun 2.4 a0 Se 
missing ane sta 


The Control Group shows a coefficient of .47 witha 


Significance of 0.00 and 


a =e of .22. The relationship of 


the Control Group responses to these two questions is par- 


Beemlarly significant. 


The linear relationship between doing 


a good job and the importance of job security is strong, and 


1s expressed in the context of the initiation of the con- 


eeacting out program. 
this group who feel job 
Going a good job, since 
as important. 

The frequencies for 
Group show that both of 


a reason for working at 


One can conclude that employees in 


security is important also regard 


the contracting out program began, 


the Moratorium Group and the Studied 
these groups value job security as 


the depot. It is interesting that 


these groups do not regard job security as important as 


the Control Group. 
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This analysis (see Table 5) examines the relationship 
between job performance since CAP and one's attitude toward 


the depot. 


TABLE 5 


Relative Frequencies by Group 


Contracting out of government services has caused my atti- 
tude toward the depot to: 


COontEroe L Moracorium Studied Combined 


improve eo 0.0 a. 33 
stayed the same 45.3 21.4 Epes) PEO) 
decline SIO 5S, Te cyeels) 550 ae 


The Moratorium Group shows a coefficient of .27 with a 
Significance of 0.04 and a x? of .07. The Studied Group 
shows a coefficient of -.47 with a significance of .02 and 
a r? paeoes 11s Coefficient from the Moratorium Group can 
best be explained by referring to the frequency tables pre- 
sented below for these two questions. No employees in this 
group indicated that their attitudes had improved. 79% 
of these employees indicated that their attitudes had de- 
Clined. 73% of the employees from this group indicated that 
cooing a good job has become less important or that there is 


no change in the importance of doing a good job. Clearly 


this group shows more negative effects from CAP. 
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The strong negative correlation of the Studied Bacup is 
interesting because these employees have been directly 
affected by CAP. Although over half indicated that their 
attitudes have declined since CAP, 38% feel that doing a 
good job is more important> EMahk Dr tomato CAP. 

In this last examination of the Commercial Activities 
Program category, attitude toward the depot is correlated 
with supervisors explaining changes affecting the work group 
ahead of time. Frequencies for both questions are provided. 

This analysis (see Table 6) examines the relationship 
between one's attitude toward the depot and receiving ex- 


planations of changes from supervisors. 


TABLE 6 


Relative Frequencies by Group 


Contracting out of government services has caused my 
meiltude toward the depot to: 


Gonere. Moratorium Studied Comb ined 


improved IAS) 0.0 Paes i oe: 
stayed the same 45.3 214 S33 250 
declined 50 23) G3n6 5) 5) le ell 


My supervisor explains changes ahead of time to my work group 


always Se ial gE ee oreo) 

most of time 52.8 Zoe 556 2355 

sometimes Sons oun Dievae 510) 6. 

never ee Vig SL beak pees 
Ss} 


The Control Group also shows a negative correlation, but 
the significance level of 94% exceeds our criterion. The 
control group has not been directiy affected by CAP. 
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The Studied Group shows a coefficient of .43 with a 
Significance of 0.04 anda = of .19. This brings the Mora- 
torium and Combined Group to a coefficient of .33 with a 
Significance of .0l anda r? of 0.11. Responses from the 
Studied and Combined Groups show a moderate linear relation- 
ship between the questions. The r* for the Studied Group 
maaacates that 19% of the change in one's attitude is ex- 
plained by the supervisor's notice of changes. 

The frequencies for all four groups show a decline 
in attitude toward the depot. The Moratorium Group shows 
the least awareness of changes. 

Pee continuing at the Depot 

Four questions concerning the likelihood of con- 
tinuing at the depot are correlated with appropriate 
other questions. Frequencies for each correlation are pre- 
sented below. The four questions deal with the perception 
of one's importance to the depot, the perception of the 
importance of one's work to the depot, the likelihood of 
continuing to work at the depot, and job security as a reason 
to work at the depot. 

In this grouping, "job security” is correlated with 
two questions. Relative frequency for job security is 
provided with the first correlation; for the second, only 
mieestrequency for the correlated question is provided. 

This analysis (see Table 7) examines the relation- 
ship between the importance of job security and the preference 


for government or private company employment. 
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TABLE 7 


Relative Frequencies by Group 


Job security as a reasonto work at the depot: 


Control Moratorium Studied Combined 


very important 77.4 Se ee. 66.7 Gl 7 
important Ee DE ae Rale 20.0 
somewhat imp. jess Tee bow? Hono 
Pactie imp. I) 4.8 Oe 3-353 
Seno imp. i) 2.4 DRO = ae 
missing 2.4 ee, 


If pay, job, and benefits (pension, health insurance, etc.) 


are Similar, I prefer to work for: 


government BZ 71.4 44.4 6323 
Mes preference 23773 DD 334.5 1 Reet, 

rivate company 39.6 IS 8 Gn Ire S 
missing 0 EE 


The Moratorium Group shows a coefficient of .47 
with a significance of 0.00 and a r? OL eae Cor. elation 
meme this Group is strong. The r? of 22% shows a strong re- 
lationship between preference for government work and job 
Beectirity for this group. 

The frequencies indicate that all groups value job 
security as a reason to work at the depot. The Moratorium 
Group most clearly indicates a preference for working for 


the government. The Control Group is fairly evenly divided 
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between working for the government and a private company. 
The Studied Group shows a strong preference for government 
work over private company work. 

This analysis (see Table 8) examines the relationship 
between importance of job security and the expectation to 


continue working at the depot. 


TABLE 8 


Relative Frequencies by Group 


I expect to continue working at the depot: 


Contre! Moratorium Studied Combined 
agree strongly 49.1 Zoe S020 EUR 
agree ihe, 42.9 Ze B6O./ 
neutral 1750 SS, Orv one 
disagree (a Gie> O20 Ca7 
disagree str. (ms. f Ba eS VO. 7 sb ree 


Maescontrol Group has a coefficient of .25, signifi- 
cance of .04, anda at of .06. The Moratorium Group has a 
feerricient of .38, a significance of .0l, and a 1 Of 414%. 
The Moratorium Group shows a higher correlation between ex- 
pecting to continue and job security. The Control Group, 
however, still indicates a positive correlation between the 
two questions. The 2? for the Moratorium Group indicates 
that 14% of the variation in one variable is explained by 


the other variable. For the Control Group the strength of 


the relationship is less, 6%. 
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ii wo mrele cCONEEOMm Group Values job security as 
important or very important. The other two groups are 83% 
and 72% respectively. This is interesting because the Con- 
trol Group has had no experience with CAP, while the other 
two groups have. 

The Studied Group expects most highly that they will 
continue working at the depot, with 72% agreeing, compared 
to 68% and 66% of the Control and Moratorium Groups. 

In this grouping, three questions are correlated with 
the employee's sense of importance to the depot. The rela- 
tive frequency for the sense of importance is provided with 
meme Lirst correlation only. 

This analysis (see Table 9) examines the relation- 
ship between feeling like an important part of the depot and 
thinking one's work iS important to the depot. 

The Control Group shows a coefficient of .48, a 
Significance of .00, anda r? of .23. The Moratorium Group 
metsea Coefficient of .69, a significance of .00, and a x? On 
moe lhe Studied Group has a coefficient of .65, a signifi- 
cance of .00, anda n ot .43. The Combined Group has a 
coefficient of .68, a significance of .00, and ar“ of .46. 
Responses to these questions from all groups indicate that 
a very strong relationship exists between the responses to 
the questions. One can conclude that when employees feel 
that their work is important, they also feel like an impor- 


tant part of the depot. 
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TABLE 9 


Relative Frequencies by Group 


I feel like I am an important part of this depot: 


Control Moratorium Studied Combined 


agree strongly 310% 2 40.5 bale 46.7 
agree v5 1 ih eee, Pa. id Breer 
neutral PPA SS 14.3 Oe, OC 
disagree a ee: Wes Sale o..3 
ais. Strongly (hs) eS, 16 Gis 7 Won 
missing 1.9 eo ey, 


Meeework is this important to the depot: 


very important Sys 66.7 eal G5...0 
important 175, 0 ia. 3 Ze Crs 7 
somewhat imp. ose ok a6 oe FI 
Se Little imp. Sheet) dak O..0 50 
oa nO imp. COars 4.8 =) Ale eae 
missing 6 1 ay 


The frequencies for the Studied Group show that mem- 
bers of that group believe more strongly in their importance 
to the depot. 72% of this group agree or agree strongly 
that they are an important part of the depot, and 83% of 
this group believe their work is important to the depot. 
About half of the Control and MOratorium Groups believe they 
are an important part of the depot, and 75% to 80% believe 


their work is important to the depot. 
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This analysis (see Table 10) examines the relation- 
Ship between feeling like an important part of the depot, 


and ones' willingness to change jobs. 
TABLE 10 
Relative Frequencies by Group 


I don't mind changing jobs as long as pay is the same: 


Gomeco. Moratorium Studied Combined 


strongly agree 26 335 OD S53 Gun? 
agree USe2 14°53 iG coy: oO 
neutral BF, 538) fart SEs) Suen 
disagree (oes Tey) O00 Bas 
dis. strongly 53) 6! 50.0 UA 43.3 
missing ape eal Gia TOO 


The Studied Group shows a coefficient of .46, signi- 
ficance of .04, and a x? of .22. These responses indicate 
Beet a strong relationship exists for the members of the 
Studied Group between feeling like an important part of 
the depot and one's willingness to change jobs. This is 
an interesting correlation since this group has been 
directly impacted by CAP. 

503 of the Studied Group don't mind changing jobs. 
This is interesting because either they have changed jobs 
because of CAP, or they were facing a job change during the 


study. 
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61% of the moratorium group definitely do not want 
to change jobs. Over all of the groups there is a higher 
percentage of responses than usual in the "disagree strongly" 
category. 

This analysis (see Table 11) examines the relation- 
ship between feeling like an important part of the depot 


and the expectation to continue working at the depot. 


TABLE tL 


Relative Frequencies by Group 


I expect to continue working at this depot: 


COmeEao | Moratorium Studied Combined 


agree strongly 49.1 oS So Sal 
agree Ie 2, 42.9 Zoe Bi 7 
neutral dey 10 Ihe 0.9 S23 
disagree ies B35 Oo ae) 
disagree str. apes. ISS ee! ASS 


The Control Group has a coefficient of .44, signifi- 
@eice of .00, anda ie of .19. The Moratorium Group has a 
Seerficient of .43, significance of .00, anda se Oi woo. 
mies combiuned Group has a coefficient of .28, significance of 
mUiz, and a - of .08. Responses of Control and Moratorium 
Groups are moderately related. The Combined Group's responses 
are weakly related. When combined with the Moratorium 
Group, the Studied Group reduces the strength of the 


relationship. 
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The frequencies show that approximately half of the 
Control and Studied Groups "agree strongly" that they will 
continue to work at the depot. The Moratorium Group does 
not show as much confidence in its future at the depot, 
Showing a frequency of only 23% for "agree strongly." 

In this next grouping, the employee's sense of the 
mmportance of the work he or she does is correlated with 
two questions. The relative frequency for the importance of 
one's work is provided with the first correlation only. 

This analysis (see Table 12) examines the relation- 
Ship between thinking one's work is important to the depot, 


and the expectation to continue working there. 


TABLE 12 


Relative Frequencies by Group 


I expect to continue working at the depot: 


CEnELoL Moratorium Studied Comb ined 


agree strongly 49.1 20 aw a0 2 ey 
agree Ite! §) E2490 PLD Bova 
neutral Ayaan, eo O20 cree 
disagree ues 258 0-0 Cay 
disagree str. es gle Tae) US ee 


My work is this important to the depot: 


very important Bo 45 Sioa / Gi 65.0 
important pO ar 8. pas Dee mows 
somewhat imp. ais) al 7x 3) ais 6.7 
little imp. oye Teck 0.0 5.0 
mo) imp. gets 4.8 5.6 ley, 


missing 336 ted 
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The Control Group has a coefficient of .23, signifi- 
Sance of .05, and a A of .05. The Moratorium Group has a 
Seeerficient of .49, significance of .00, and a e Om 24. 

The Combined Group has a coefficient of .35, significance of 
.00, anda r? of .12. These responses indicate that a strong 
relationship exists between the responses for these two 
questions for the Moratorium Group, and a moderate relation- 
ship exists for the Combined Group. The Control Group's 
response is weak. 

The Studied Group's frequencies show the highest 
confidence in continuing to work at the depot, as well as 
placing the highest value on its work. This is shown by 
its 72% for agree and agree strongly for continuing to work, 
and 83% for important and very important concerning work. 

This analysis (see Table 13) examines the reiation- 
ship between thinking one's work is important to the exolana- 


tion of changes ahead of time by one's supervisor. 


TABLE 3 


Relative Frequencies by Group 


My supervisor explains changes ahead of time to my work group: 


Conerol Moratorium Studied Combined 
always Sa ee! si ee Shee 
most Of time Se 8: Oo ee | Sains) ive ee: 
sometimes 85,0 Ole) Ps EAD 50 0 
ever Sesh SD gl J es E eurae 
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Phemeenierol Groupemas a ce@ertfieient of 426, signifi- 
cance of .03, anda r? of .07. The Moratorium Group has a 
Boectficient of .29, a significance of .03, anda r? or -.0 3. 
The Studied Group has a coefficient of .42, significance of 
05, anda r? of .18. The Combined Group has a coefficient 
@ee. 33, Significance of .0l, anda x? of .ll. These responses 
might suggest that when supervisors explain changes ahead of 
time to one's work group, employees will also feel that their 
work 1S important to the depot. The coefficient for the 
Studied Group indicates the strongest relationship between 
Supervisors explaining changes and the perception of 
importance of one's job to the depot. 

Only 30% of the Moratorium Group believes that they 
receive timely notice of changes from supervisors, while 
approximately 60% of Control and Studied Groups report that 
they receive notice. 

3. Communications 

Two communication questions were analyzed to deter- 
mine the extent of open, two-way communication between 
Supervisors and employees. This analysis provides information 
about the importance of keeping employees informed of changes 
affecting them and their work group. Its impact on job 
satisfaction and the expectation to continue working at the 
depot is examined. 

in this grouping, a question about how much explana- 


tion supervisors give employees about changes is correlated 
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with three questions. The relative frequency for the super- 
visory explanation is provided with the first correlation 
pally. 

This analysis (see Table 14) examines the relation- 
ship between upward communication and the supervisor explain- 


ing changes affecting the work group. 


TABLE 14 


Relative Frequencies by Group 


My supervisor explains changes ahead of time to my work 


ee Oup: 
Conenor Moratorium Studied Combined 
always Died eel el rel: 5 
most of time D2e 23.0 D210 S5%5 
sometimes 357.6 olay 3) CAP ee 500 
never Dad el oe Bi. 


I can talk comfortably with my supervisor concerning work 


problems: 
yes ete g Ul 6558 SG. 7 1So5 
no I a dl Saaey Cee Ded. 


The Moratorium Group has a coefficient of .29, signi- 
meeance of .03, anda r? of .08. The Studied Group has a 
Beeeeicient of .58, significance of .01, and a r* of .33. 
The Combined Group has a coefficient of .34, significance 


oe .00, and a a of .12. Responses from the Studied Group 
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reflect a strong correlation while responses from the Mora- 
torium Group are weakly correlated. This is interesting 
Since the Studied Group has been directly affected by cap.° 

Again, the Moratorium Group shows less frequent 
notice of changes but a high degree of comfort in talking 
to supervisors. The Studied Group is least comfortable 
with supervisors. Almost 89% of the Control Group can talk 
Bemtortably with supervisors, yet only 58.5% of this group 
feels that their supervisors explain changes most of the 
time. 

This analysis (see Table 15) examines the relation- 


Ship between the importance of job satisfaction and the 


notification of changes by the supervisor. 
TABLE 15 
Relative Frequency by Group 


Job satisfaction as a reason for work here is: 


GonEroL Moratorium Studied Combined 


very important Bayes Soe 2 Ole SOO 
important 226 21.4 16.7 20.0 
somewhat imp. 2220 Sees pret oS, 
little imp. As) oF) BAe oes: 
no importance Sd Lk, Sais, de: © 
missing eo 2.4 Sas a Pe: 


© Responses from the Contro! Group have a significance level 
outside the maximum, 6% with a .22 correlation. This is due 
£0 about 42% of this group responding in the negative range 
to the question about the supervisor explaining changes 
affecting the work group. 
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The Studied Group has a coefficient of .46, signi- 
miecance of .03, anda r* of .22. The Combined Group has a 
Beetficient of .33, Significance of .0l, and a r* em ee 
The Studied Group's responses are strongly correlated. 
This might suggest that when supervisors explain ahead of 
time most of the changes that affect a work group, an employee 
will respond that job satisfaction as a reason for working 
at the depot will be important. When combined with the 
Moratorium Group, the responses are moderately correlated. 

The Studied Group shows the highest percentages in 
the importance of job satisfaction. 

This analysis (see Table 16) examines the relation- 


ship between the expectation to continue working at the 


depot and the notification of changes by the supervisor. 


TABI a6 


Relative Frequency by Group 


I expect to continue working here: 


Control Moratorium Studied Combined 
agree strongly 49.1 2s S00, 0 Sie 
agree 18.9 42-9 ig AED 36m 
neutral Bases 0, Us eS Oi 0 Sia 
disagree y/o 2 Eee, 0.0 on 
disagree str. ibs: alles, PGs BS 


The Moratorium Group shows a coefficient of .39, 


Significance of .0l1, anda re Spero Ene Comoi1 ned Group 


om 





shows a coefficient of .28, significance of .02, and a r? 


of .08. Responses of the Moratorium Group to these two 
questions have a moderate relationship. The relationship 
of the Combined Group responses is weak. 

All three groups are about equally divided between 
agreeing and disagreeing about continuing at the depot, 
but none of the Studied Group are neutral. 

In this next grouping, two communications questions 
are correlated with the expectation to continue working at 
the depot. The relative frequency for the expectation to 
continue question is provided with the first correlation 
emily. 

This analysis (see Table 17) examines the relation- 
ship between the expectation to continue working at the 
Mepot and the soliciting of opinions from the employee by 


the supervisor. 


PAB iE E7 


Relative Frequency by Group 


My supervisor asks my opinion concerning work: 


COnECOL Moratorium Studied Comb ined 
a lot 205 2 Seo 516 Dae 
sometimes 64.2 47.6 oe) ag a eee 
never iGo yeae 25-0 Byte Pes (8, 


MiewGonerol Group shows a coecificient of .33, signi- 


ficance of .0l, anda r* of .l1. The Control Group responded 
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with a moderate relationship between these two questions. 
This might suggest that supervisors' asking for their 
employees opinions on work related matters is accompanied 
by those employees expecting to continue work at the depot. 

The Control Group shows a high percentage of employees 
whose supervisors ask their opinion. In contrast, the 
studied Group shows only 5.6% as “a lot" for this question, 
and 66% as "Sometimes." It is clear that they feel they 
meennot Often asked for thelr opinions about work by their 
Supervisors. Studied employees are asked least often. 

This analysis (see Table 18) examines the relation- 
ship between the expectation to continue working at the 
depot and adequate notification of changes that affect the 


employee. 


TABLE 18 


Relative Frequency by Group 


I receive plenty of notices about changes that affect me: 


Control Moratorium Studied Combined 


always O...0 cial Ge) ORANG, 
most of time lo ee 1 9r30 eee, 250 
sometimes 43.4 54.8 SHS IAS 48.3 
never Sao) oO Wank Gre 7 


The Moratorium Group shows a coefficient of .39, signi- 


ficance of .0Ol, anda r? of .15. The Combined Group shows 
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pepc@ctEriciene, Of .30, a Significance of .0l1, anda eo 


of .09. The frequencies indicate that the correlation is 
drawn from negative responses to these questions. That is, 
for the Moratorium Group, 15% of the expectation not to 
continue is explained by not receiving notice of changes. 
This might suggest that employees who receive sufficient 
notice about changes that affect them, respond that they 
expect to continue working at the depot. The Moratorium 
Group says it gets notice of changes always or most of the 
time only 26% of the time, compared to 41% and 54% of the 


Other groups. 


B. INTERVIEWS WITH MANAGEMENT 

As part of the data collection efforts, interviews were 
conducted with 12 depot managers who had been directly 
affected by the CAP. The interviews were structured, with 
each manager asked 12 open-ended questions. The managers 
ranged from first level supervisors to fourth level super- 
visors. Two of the managers did not supervise employees 
affected by CA, but their work in staff positions brought 
them in contact with employees affected by CA. 

The interview questions were clustered into three cate- 
gories: Effectiveness, Efficiency, and Morale. All three 
categories are concerned with the CA program and its impact. 
For each category a relationship is suggested. At the con- 
clusion of the responses presented in each category, a 


Finding about the relationship is provided. 
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The first category addresses how well the depot is able 
to achieve its objectives. The second category addresses 
the manager's perception of how the depot is able to manage 
its resources. The third category solicits opinions about 
how the CAP has affected depot employees that the manager 
deals with. First the responses to questions on Effective- 
ness will be presented, followed by Efficiency and then 
Merale . 

Significant or interesting responses to the interview 
Sections are presented. 

l. Effectiveness 

Relationship: The effectiveness of the depot has 
been reduced by the implementation of CAP. 

Effectiveness is defined as how well an organization 
accomplishes its objectives. In order to obtain the manager's 
perceptions of this characteristic, we asked the following 
Guestions: 

1. How has contracting out affected the decision-making 
pEOCEeESS? 

2. How do you see the CAP affecting the accomplishment 
of the depot mission? 

eeeeun terms of your particular area, how does CA affect 
the accomplishment of your objectives? 

The following responses concern the effect on the 


decision-making process. 


ieeoxamine Gdecisions more closely. I evaluate them 
in terms of, 'does it save money; will we keep our 
Heos-' (Support supervisor) 
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It has caused extra time for all managers. There 
are lots of questions about who's supposed to be 
doing the work. (Support supervisor) 


The effect is for top management to take a closer 
look at better control over worksites and crews 
they're running. If they're going to be competi- 
tive they're going to have to pay more attention to 
budget. (Support supervisor) 


CA studies are a burden on management; it's a constant 
redo exercise. (Support supervisor) 


The following responses concern CA's effect on the 
depot mission. 


The amount of labor and time to get contracts written 
takes away from fleet support. The main concern 

of the Navy or civil service is to get the ships out 
and back to the fleet within the time frame scheduled. 
Contractors could care less. (Support supervisor) 


Our managers are reluctant to farm out work. The 

net results are rework for the depot and delays on 

the job...We have deadlines to meet. We have 
timetables and we hear about meeting them. Contractors 
Men t. (Production supervisor) 


may Significant amount of contracting out would put 

the depot in jeopardy. Several functions have been 
considered, but you have to look at checks and balances, 
security, any cost savings, the impact of contractor 
people on the overhaul schedule. The general attitude 
Beward Contracting out is, ‘would it be practical?’ 
(Production supervisor) 


The following responses concern the effect of CA on 
the individual manager's accomplishment of objectives. 


If we had had time in the beginning we could have 
done it (the CA study) right. Instead we had to go 
through several chops to get it right. We kept 
telling everybody we needed more time. (Support 
supervisor) 


Before we could control performance. Now we have to 
Memcirough (the contracting officer). Each step 
loses in the translation. (Production supervisor) 


We had five days to come up with a plan for contract- 


mae Out, then it took a year to hire a contractor. 
Beneour Janitors cuit, and we couldn't get replacements. 
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The work wasn't done; the shops were left hanging. 
We had to have shop people fill in to do the work. 
Pretty expensive. (Production supervisor) 


When we had control of people we could get things 
done. (Production supervisor) 


For four months I couldn't work at my desk while we 
were doing the CA study. It took two anda half 
months alone to collect the data on the functions! 
(Support supervisor) 

(Contracting out) slows up completion of the job. 
Response time of contractors for urgent requests 
mas been, *so what?* so our people have to impro- 
vise to get a job done. (Support supervisor) 

CONCLUSIONS CONCERNING EFFECTIVENESS IMPACT OF CAP: 
These responses do not indicate a strong relationship be- 
tween CA and depot effectiveness although responses to the 
first question do indicate concern for better use of re- 
sources. Responses to the other two questions suggest that 
Managers are uncomfortable with CAP because of lack o£ con- 
trol, confusion about CAP requirements, and their skepticism 
about a contractor's dedication to the mission of the depot. 

wee «Efficiency 

Relationship: The efficiency of the depot is improved 
by implementing CAP. 

Efficiency is defined as how well theoorganization 
manages its resources, i.e., the ratio of inputs to outputs. 
Questions in this category include: 

1. Is contracting out the best way to obtain efficiency 
in government services? 


meeo you think that, if the government has to reduce 


costs, that CA is an effective way to do it? 
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3. In what ways has contracting out changed the way you 
IanMagemyour  FLOSOULGCES 2 
4. What can federal managers do to make their services 
competitive with the private sector? 
5. Are you more conscious of controlling your grades 
(ar@ you less likely to promote)? 
6. What kinds of communication problems do you have with 
contractor employees? 
The following responses concern contracting out as 
away to obtain efficiency, and whether CA is an effective 
way to reduce costs. 


No. CAP is not the way to be efficient, because you 
Meme nO Control over it. if you work for civil 
service, I can tell you what to do, but we can't even 
talk to contractor employees. (Production supervisor) 


Pome £ don t think the government saves money by con- 
tracting out. We take a ship and repair it...we put 
m@mche extras tO make it run...we do it right. 
(Production supervisor) 

Yes, contracting out can reduce costs, but only if 
you are very selective about what's contracted out. 
Only non-critical work. Let us worry about the 
Sittacal work. (Support supervisor) 


No, CA is not an effective way, but applying MEO 
approach may be helpful. (Support suvervisor) 


Mae result of contracting out is that the job is 
not done as well, so there is no real cost savings. 
And the administrative costs are higher. 
(Production supervisor) 


No. I don't know how they reduce costs. We're just 
told our ceiling is reduced by X amount and we have 
to meet that. It would be better from a management 
standpoint if we knew how and why decisions were 
determined. (Production supervisor) 


NAVFAC does not have enough manpower to inspect the 


contracts, so many contractors do not finish all 
they are supposed to, but collect the money anyway. 
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The contracting world knows poor workmanship won't 


be pursued. (Support supervisor) 
MEO has forced us to clean up our act. (Support 
supervisor) 


The following responses concern changes the manager 
makes in managing resources and controlling grades. 


I used to encourage upward movement in all areas. 
People can still move up, but we take a very hard, 
critical look at the people....I will use temporary 
help instead of permanent help now....I will use 

a pipefitter and a helper where before I would use 
two pipefitters. (Support supervisor) 


Becoming a manager does not give one the right to 
run right over people--so my management philosophy 
hasn't changed. I'm more firmly convinced that a 
manager must be concerned with people and how 
changes affect them. (Support supervisor) 


I examine positions very carefully now. (Support 
supervisor) 


We don't control money (for wages). I have the whole 
Navy to worry about that for me. We have grade 
restrictions and ceilings. We don't develop them 


on our own. I don't use promotion as a reward any- 
way. Our grades are not inflated. (Support 
supervisor) 


These responses are ways that federal managers 
can become more competitive. 


Lots of ways if they'd let you do them...make sure 

the worker has those documents, material, equipment 

and tools needed to do the job, and be able to 

provide good clear instructions on how to do the 
job...Give the individual the latitude to make deci- 
Sions. Individuals are not willing to delegate to 

the mechanic because of the system of each supervisor 
being accountable for all his people. So supervisors 
give detailed instructions to people and won't let them 
make decisions. (Production supervisor) 


We need to be able to fire people. The paperwork is 

so monumental (to fire someone) that we'll accept a 
person rather than fire. Discipline of depot employees 
is hard to enforce. We can only shuffle people around. 
(Production supervisor) 
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MEO has made us more competitive. It took a lot of 
time but it paid off. (Support supervisor) 


Reduce paperwork. Too many guidelines take away the 
individual's initiative and ability to make decisions. 
(Production supervisor) 


Get into MEO and make it work. Reorganize the troops 

to have better ties between them, so one general foreman 
has enough resources ana control to get the job done. 
(Support supervisor) 


Simply becoming managers and ensure that the methodolo- 
gies that apply to the situation will be a solution 

to that situation and not make judgments based on past 
practices. Make sure the approach is a solution, not 


just an application of existing answers. Must be con- 
cerned with people and keep them informed. (Support 
Supervisor) 


The following responses concern communications prob- 

lems with contractor employees. 

We can't even talk to contractor employees. We have 

to call the contracting office and by the time you 

can get (through to) the contractor, you may have 

killed two hours. (Production supervisor) 

The interaction between contractor and depot people 

has been negative--part of settling in, part 

learning expectations. When shop people (non- 

Supervisory) talk directly to contract people though, 

they get a good response. (Support supervisor) 


I don't have much communication with contractor people. 
(Support supervisor) 


SConeiwIStONs CONCERNING BFFICIENCY IMPACT OF CAP: 
Responses to these questions indicate that managers are 
conscious of the need to become efficient and some attribute 
this consciousness to CAP. Several responded that using one 
phase of CAP, the MEO can pay efficiency dividends. These 
responses provide an insight into the efficiency-related 


problems faced by depot managers. 
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Se lees I= 
Relationship: The length of the CAP study has an 
adverse effect on the morale of the people under study. 
The last category of interview questions is Morale. 
The questions are directed toward the manager's observations 
of his or her employees and any discernible impact CAP has 
had on those employees. The questions in this section are: 
l. How long was the time period your people were under 
study? 
2. How was their work affected during that period? 
3. Can you see a difference in the quality of perfor- 
mance of your people now that CAP is taking place? 
These responses concern the time period under study. 
About a year. Service deteriorated because our people 
quit and shop people had to fill in on volunteer basis. 
(Production supervisor) 


About a year. As soon as word got out, people started 
looking for other jobs. (Production supervisor) 


Our employees were not affected. The mock RIF reassured 
them. We just told them, ‘do the best you can.' 
(Support supervisor) 


If we had known the study would take so long we would 
have kept the information conridential. 
(Production supervisor) 


pax to GCight months. (Support supervisor) 
Four months minimum. (Support supervisor) 
Not sure--a long time. (Support supervisor) 


These responses concern CAP's effect on employees 
and the level of service. 
At first when the study was announced we were worried. 


Then we had hich hopes our bid would win. Then we 
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lost, and morale plummeted. Then we found out the 
contractor was offering $5 dollars an hour, with no 
guarantee of a 40 hour week, and no contract. 
(Support supervisor) 


Drastic change in attitudes. Some employees feel 
the government is trying to eliminate them. It's 
like people with their heads in guillotines, waiting 
for them to drop. Management has lost credibility. 
(Support supervisor) 


Completely disastrous in one area. People took jobs 
elsewhere at the depot--which helped the depot overall 
because they were more traditional workers. But we 
never brought the unit back to acceptable levels. We 
had a moral obligation to tell people who applied 
about the situation, so we had a hard time attracting 
competent workers. (Support supervisor) 


I personally went around to all work centers talking 
to employees, keeping them informed of where we 
were and progress to date. (Support supervisor) 


Morale was affected, but my time wasn't wasted. 

We got educated about what CA is and saw we could 

be vulnerable to be studied in other areas. (Support 
supervisor) 


Our people have sharpened up and become very competi- 
tive and watchful. We tasked the troops with passing 
all the information about jobs they were doing back 

to us so we could write a realistic description of the 
function. (Support supervisor) 


If you have to contract out 30% of work, should tell 
people. They're adults. They'll find out anyway. 


And then you have got resentment. (Production 
supervisor) 


There were lots of rumors but we squashed them by 
telling them the facts. Our primary job is to keep 
the facts out there, keep the troops informed. 
After they got the facts, the rumors stopped. 
(Support supervisor) 
CONCLUSIONS CONCERNING MORAL IMPACT OF CAP: These 
responses suggest that the length of a CA study adversely 


affects the morale of employees. Several managers indicate 


that the CA studies had a negative impact on their workforce 
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although all managers responded that the performance of 

their employees did not deteriorate. However, the level of 
service did decline because employees whose jobs were under 
study left to take jobs in protected departments or left the 
depot altogether. This action creates a severe handicap 

for a manager. The information suggests that limiting the 
time period a function is under study can lessen the negative 


impact of the study. 


= CONCLUSION 
The findings of the survey data are summarized according 
to group. For each group, significant or interesting fre- 
quencies are highlighted here, as well as relationships 
which explain variance of 20% or higher. 
The interview findings are summarized following the 
Survey data. 
ie Control Group 
This group is fairly evenly divided between prefer- 
ence for working for the government and preference for working 
for a private company. Almost all say job security is impor- 
tant or very important. They have a high expectation of 
continuing at the depot, and none said doing a good job since 
CAP had become less important. They say they receive notice 
of changes, and about half say they can talk comfortably 
with supervisors. Almost half consider job satisfaction very 
important. 
22% of their attitude toward doing a good job is 


explained by the importance of job security. 23% of the 
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feeling that they are an important part of the depot is 
explained by thinking their work is important to the depot. 
2. Moratorium Group 

The Moratorium Group feels they do not receive ade- 
quate notice of changes, either from their Supervisors or 
other sources. Their attitude toward the depot has declined 
considerably, although they indicate the strongest prefer- 
ence for government work. They believe their work is impor- 
tant. Two thirds definitely do not want to change jobs, 
with a high percentage "disagreeing strongly" to this 
proposal. 

22% of their preference for government work is ex- 
plained by the importance of job security. 48% of the feel- 
ing of importance to the depot is explained by thinking their 
work 1S important. 24% of the expectation to continue working 
there is explained by thinking their work is important. 

fe studied Croup 

A high vercentage believe coing a good job has become 
more important since CAP, although over half say their atti-~ 
tude toward the depot has declined. They regard job security 
aS important, although not aS important as the Control Grcup. 
This group feels they are an important part of the depot, and 
have the highest expectation of continuing to work there. 
About half say they do not mind changing jobs. This group 
rate job satisfaction the highest, though they are least 


comfortable talking with supervisors and their opinions are 
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solicited least often by supervisors. The group shows a 
strong preference for government work over private company 
work. 

43% of the feeling they are an important part of 
the depot is explained by thinking their work is important. 
22% of their willingness to change jobs is explained by 
feeling they are an important part of the depot. 33% of 
the ability to talk comfortably with supervisors is explained 
by receiving explanations of changes from supervisors. 22% 
of their job satisfaction is explained by Supervisors noti- 
fying them of changes. 

4, Interviews 

The interviews illustrate the frustrations the 
managers have with fulfiling their responsibilities while 
implementing a program that reduces their control. Their 
reaction to CAP range from helplessness to confidence. It 
appeared that one department handled the implementation con- 
Siderably better than the others. This department had more 
experience with the pre-CAP program, CITA, than the other 
departments, and were able to incorporate the MEO process 
into their way of doing business. 

The managers expressed concern for the welfare of 
employees. The researchers were impressed by some managers 
taking personal interest in ensuring that employees were 
kept informed. 

The managers indicated frustration with the CAP 


procedure, reflecting the difficulty of tackling a new task 
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that OMB specified should be implemented "with a minimum of 
internal instructions." This is a double-edged sword be- 
cause at the same time the managers complained of having 
too much paperwork. 

The responses concerning the manager's latitude to 
make decisions was interesting. These managers were inter- 
ested in efficiency and effectiveness, and understood that 
decisions made close to the operating level are often the 
Mest effective. 

In the next chapter, Discussion of Findings, the 
relationships for the survey findings are explained, and 


the interview findings are discussed. 
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VI. DISCUSSION OF FINDINGS 


In this chapter we discuss why relationships exist and 


Speculate about some of those that do not exist. Some 


assumptions were necessary in order to analyze the data. 


These assumptions are as follows: 


1 


That the survey adminstered iS an appropriate indi- 
cation of the effects of the Commercial Activities 
Program (CAP) on the work force of a depot. 

That the manner in which the CA program has been 
conducted can produce negative results. The experi- 
ence of CAP for a depot employee, either displaced 
Or under a morotorium, createS a more negative 
attitude toward the depot than the attitude of 
employees who have not been studied. Therefore, we 
expected to find a difference between the responses 
of the Control Group and those who had been exposed 
EOmCcAP . 

That the sample of data collected from each group is 
representative of the population of that group. 

That responses from individuals in each group are 


equally valid. 


We have clustered our critical survey questions into 


three categories. They are: 


Commercial Activities Program 
Communications 
Continuing to Work at the Depot 
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Each category was addressed by suggesting relationships 
between questions. Pearson's correlation and a significance 
level was used to determine the strength of a relationship. 
The criterion for a relationship is based on the significance 
level. If the significance level is below .05, a relation- 
ship exists. The results are reported below and Table 19 


summarizes the correlations. 


A. DISCUSSION OF CAP CATEGORY FINDINGS 
1. Job Performance And Supervisor Explaining Changes 

Job performance since CAP started is correlated with 
explanation of changes affecting a work group from the 
Supervisor. 

These two questions are positively correlated for 
the Control and Moratorium Groups, and negatively corre- 
lated for the Studied Groups. 

A relationship exists only for the Moratorium Group. 
The relationship is weak, as indicated by the r? Cie. 0 . 
The informal organization has developed sources outside the 
Organization, as well as maintained a positive attitude 
towards doing a good job. We expected their attitude 
mMenatas doling a good job to decline. The degree of pro- 
fessionalism of the occupation of this group may explain this 
@eertude. The weak relationship precludes any clear con- 
Gaston to be drawn for this group. 

2. Job Performance And Notice Of Changes 
Job performance since CAP started is correlated with 


an individual receiving notices about changes affecting him or her. 
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These two questions are negatively correlated for 
the Control and Studied Groups, and positively correlated 
for the Moratorium Group. 

No relationships exist for any group. The question 
was Similar to the question examined above. Therefore, it 
would seem that the relationships would be the same.. How- 
ever the Mortaorium Group's response indicates less of a 
relationship. This can be attributed to the weakness of 
the above response. 

No conclusions can be drawn about the notice of 
changes, and the attitude towards doing a good job. 

3. Job Performance And Fair Treatment 

Job performance since CAP started is correlated 
with being treated fairly the last time an employee changed 
jobs. 

These two questions are positively correlated for 
all three groups. 

A relationship exists only for the Control Group. 
The relationship is weak, with a significance of .04 and 
an r? of .06. The weakness of the relationship in this 
group and the lack of relationship in other groups is proba- 
bly due to the number or employees who have not changed 
jobs. In retrospect the question should have been rephrased 
Since it is usually employees who have not been able to change 


jobs who feel unfairly treated. 
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4. Job Performance And Job Security 


Job performance since CAP started is correlated 
Ween the importance of job security as a reason for working 
feaetne depot. 

These questions are positively correlated for the 
Control and Studied Groups, and negatively correlated for 
the Moratorium Group. 

There is a relationship for the Control Group since 
the significance level is .00. The relationship is strong 
Since the x? is .22. We expected relationships for all 
groups since job security is usually important to government 
employees. The lack of a relationship for the other groups 
is not too surpriSing since they have faced uncertainty about 
their jobs. Even though the Studied Group found jobs else- 
where at the depot, the uncertainty is probably still haunting 
them. 

The Moratorium Group is probably still bothered by 
the uncertainty facing them. 

5. Job Performance And Attitude Toward Depot 

Job performance Since CAP started is correlated with 
the change in one’s attitude toward the depot since CAP 
Started. 

These guestions are negatively correlated for Control 
ana Studied Groups, and are positively correlated for the 
Moratorium Group. 

A relationship exists for the Moratorium and Studied 


Groups. The significance levels for these groups are .04 
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and .02 respectively. No relationship exists for the Control 
Group. Since it has not been directly affected by CAP this 
1s not surprising. We expected a negative relationship 
from the Studied Group since they have faced changes in peer 
relationships or uncertainty about their future at the depot. 
The positive relationship for the Moratorium Group 
was expected to be due to negative responses but this was 
Meestrue, The ract that this Group belongs to a tenant 


activity and not the depot could explain this. 


6. Attitude Toward Depot And Supervisor Explaining 
Changes 


Attitude toward the depot since CAP started is corre- 
lated with change notices from supervisors that affect the 
work group. 

These two questions are positively correlated for 
eee nree groups. 

A relationship exists for the Studied Group. The 
Significance is .04 and the r? foe ee This is not Surpris- 
ing since several of this group have changed jobs due to 
eee incirmcesponse reflects the “settling in" to a new 
work environment and a residual apprehension about CAP. 

Although the Moratorium Group showed a positive 
correlation, we expected a stronger relationship. The 
attitude decline is not surprising, but may be due to several 
factors. The notice of changes from supervisors is not 


related to attitude decline. 
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B. DISCUSSION OF THE CONTINUE TO WORK AT DEPOT CATEGORY 
FINDINGS 


Peet ocomoceln ey sac Employer —Preterence 

Job security as a reason to work at the depot is 
correlated with one's preference for working for the govern- 
ment or a private company. 

These two questions are positively correlated for 
eeciree groups. 

A relationship exists for the Moratorium Group. 
The significance for this group is .00 and the 7 Shere. 
We expected a strong relationship for all three groups 
because of the value government employees usually place on 
job security. The moderation of the Moratorium Group's 
relationship may be an indication of continued uncertainty 
for them, with some exploring outside job opportunities. 

Job security may not be as important to government 
Employees as we thought. 

2. Job Security And Expectations To Continue 

Job security as a reason to work at the depot is 
correlated with the expectation to continue working at the 
SepOt. 

These two questions are positively correlated for 
eal three groups. 

Relationships exist for Control and Moratorium Groups 
but a relationship does not exist for the Studied Group. 
The postponement gained by the Moratorium Group could explain 


their expecting to continue at the depot. Since the Control 
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Group has not been studied there are no reasons why they 
should not expect to continue so this relationship is not 
Surprising. We expected a strongly negative correlation for 
the Studied Group but none exists since they have had their 
men security threatened. No relationship in this group 
probably indicates that they still feel some uncertainty 
about their future at the depot. 

ePeelmporcent Part And Important Work 

Thinking that one's work is important to the depot 
is correlated with feeling like an important part of the 
depot. 

These questions are positively correlated for all 
three groups. 

iis Myoetnesis 1S accepted for all groups. The 
Significance level is so low (.00 for all groups) that the 
relationship between these two items cannot be attributed 
mer chance. 

These twogeustions are so similar that the strong 
relationships for all groups seems inevitable. The 
respondents made very little distinction between self esteem 
and the nature of their work. This is interesting because 
Mm@emitunccions of the Moratorium and Studied groups are re- 
garded as not directly supporting the mission, yet these 
groups still place value on their work and themselves 
memcepacbt Of the organization. 

Because the questions are so similar, it is specious 


memaraw any conclusions about these relationships. 
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4. Important Part And Willingness To Change Jobs 

Willingness to change jobs at the depot is corre- 
lated with feeling like an important part of the depot. 

These questions are positively correlated for Control 
and Studied Groups, and negatively correlated for the 
Moratorium Group. 

A relationship exists for the Studied Group, but no 
relationships exist for the Control and Moratorium Groups. 
These relationships are not surprising. We expected a rela- 
tionship for the Studied Group. Once the CAP started the 
Studied Group had to be willing to change jobs or accept the 
alternative of quitting. No relationship for the Moratorium 
Group was expected. Since their training makes them highly 
specialized, there are no other jobs at the depot for which 
they qualify. 

Perhaps a low level of self esteem accounts for the 
Miem Ot relationship for the Control Group. 

This analysis is interesting since the Studied Group 
has been directly affected by CAP. One can explain with 
96% certainty that when employees from a population similar 
to the one from which our sample was drawn, feeling like 
Bomamnpertant part of the organization covaries with their 
Peeebaingness to change jobs. 

B. dmportant Part And Expectations To Continue 

The expectation to continue to work at the depot is 

correlated with feeling like an important part of the 


depot. 
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These two questions are positively correlated for 
Control and Moratorium Groups, and are negatively correlated 
for the Studied Group. 

A relationship exists for the Control and Moratorium 
Meeps. Che significance level for both is .00. Both groups 
have an r? of .19. This relationship is not as strong as 
expected. This is probably due to the Moratorium Group's 
uncertainty, but the Control Group's relaticnship 1s not 
Obvious. The Studied Group's lack of relationship reflects 
some ambiguity in their perceptions about themselves and 
megeir future. 

6. Important Work And Expectations To Continue 

The expectation to continue to work at the depot 
is correlated with the feeling of the importance of one's 
week to the depot. 

These two questions are positively correlated for 
Control and Moratorium Groups. No correlation exists for 
the Studied Group. 

A relationship exists for the Control and Moratorium 
Groups, but no relationship exists for the Studied Group. 
foeein, the important work question 1S sO Similar to the 
important part question discussed above, the similarity in 
responses is not surpriSing and the examination is redundant. 

7. Important Work And Supervisory Explanation Of Changes 

The importance of one's work to the depot is corre- 

lated with the supervisor explaining changes ahead of time 


that affect the work group. 
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These two questions are positively correlated for 
all three groups and relationships exist for all groups. 

When supervisors explain changes ahead of time they 
are satisfying one of the basic needs of employees--that of 
recognition. It is not Surprising that employees would 
react to this by feeling that their work is important to the 


depot. 


ee DISCUSSION OF COMMUNICATIONS CATEGORY FINDINGS 


1. Supervisory Explanation Of Changes And Upward 


Communication 

Being able to talk comfortably with one's supervisor 
is correlated with supervisors explaining changes affecting 
a work group ahead of time. 

These two questions are positively correlated for 
eae gGLOuUpS. 

Relationships exist for Moratorium and Studied Groups 
But no relationship exists for the Control Group. The 
Studied Group shows a strong relationship, with an r? of 
.33. The Moratorium relationship is very weak, with an r? 
of .08. The strength of the Studied Group is Surprising 
Since many are in new positions. Apparently the settling 
in with a new supervisor has been accomplished already. 
The weakness of the Moratorium Group relationship may be due 
to the "us-them" syndrome of groups. When the moratorium 
employees initiate communication they are comfortable; when 
supervisors initiate their reaction is apprehensive or 


guarded. 
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2. Supervisory Explanation Of Changes And Job 


Satisfaction 

Job satisfaction as a reason for working at the depot 
is correlated with the supervisor explaining changes ahead 
Se time. 

These two questions are positively correlated for 
ae Groups. 

A relationship only exists for the Studied Group, 
with an x? SimiezenNe expected to find all three groups with 
a relationship. However, communication with one's supervisor 
is not a foregone conclusion for all groups. The Moratorium 
Group shows less notice from supervisors. The Control 
Group's notice of changes is not as positive as their job 


Satisfaction. 


This relationship is not as evident as we expected. 


Sec uperyisory Explanation Of Changes And Expectations 


To Continue 

The expectation to continue working at the depot is 
correlated with the supervisor explaining changes ahead of 
time. 

These questions are positively correlated for all 
three groups. 

PeaceudelOnsilp exists for the Moratorium Group, but 
Pemrelationship exists for Control and Studied Groups. These 
relationships are surprising because we expected a relation- 
ship to exist for the Studied Group since they have kept 


their jobs or found new ones at the depot. We did not 
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expect a relationship to exist for the Moratorium Group, 
Since uncertainty still affects them. 

We expected a relationship for the Control Group 
although not a strong one. However none existed. Apparently 


the connection is not as clear as supposed. 


eX DeCeatiOns To Comtinue And Soliciting Of Opinions 
By Supervisor 


Supervisors asking for worker opinions on work 
matters is correlated with the expectation to continue work- 
ing at the depot. 

These two questions are positively correlated for 
the Control Group, but negatively correlated for the 
Moratorium and Studied Groups. 

A relationship exists for the Control Group, which 
has an +? of .ll1. There is no relationship for Moratorium 
and Studied Groups. This relationship was not expected tc 
be strong. The moderate response of the Control Group con- 
moeoms the expectation while indicating some support for 
eliciting information from the operating level in the 
interests of good management. 

Perhaps for the other two groups there are more 


MmipeLtant factors impinging on the expectation to continue. 


a EecpeCta@tions fomCcontinue And Amount of Notice of 
Changes 


Receiving plenty of notice when changes are made 
that affect an individual is correlated with the expectation 


to continue working at the depot. 
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Summary of Correlations 


CAP 

Job perf./supv. explan. 
Job perf./change notice 
Job perf./fair treat. 
Job perf./job security 
Job perf./attitude 


Attitude/supv. explan. 


Continuing at the Depot 
Job security/work pref. 
Job security/continue 
timo. Work/imp. part 
Change jobs/imp. part 
Sentinue/imp. part 
Continue/imp. work 


Imp. work/supv. explan. 


Communications 

Mak Supv./supv. explan. 
Mem Satisf./supv. explan. 
Continue/supv. explan. 
Wkr. opinion/continue 


Change notice/continue 


TABLE 19 


COonEro. 


positive 
negative 
positive 
positive 
negative 


positive 


positive 
positive 
positive 
positive 
positive 
positive 


positive 


positive 
positive 
positive 
positive 


positive 


LO? 


Moratorium 


positive 
positive 
positive 
negative 
positive 


positive 


positive 
positive 
positive 
negative 
positive 
positive 


positive 


positive 
positive 
positive 
negative 


positive 


Studied 


negative 
negative 
positive 
positive 
negative 


positive 


positive 
positive 
positive 
positive 
negative 
none 


positive 


positive 
positive 
positive 
negative 


positive 





A relationship exists for the Moratorium Group 
only. This response is identical to the results of super- 
visory explanation of changes and the expectation to continue. 
The similarity in the questions are the source of the similar 


response. 


pee CONCLUSIONS 

The results of our data collection are mixed. Some of 
the relationships we explored suffered from contingencies we 
had not anticipated. The cohesiveness and politicization 
of the Moratorium Group was much stronger than expected. 
The splitting of the "exposed to CAP" group into Moratorium 
and Studied Groups make interpretation of data awkward and 
Smtticult. The restriction on interviewing people currently 
under study took some of the wind out of the research. The 
Studied Group, for example, were all people who had been 
retained either in their original function or a new job had 
been found for them. The effort expended to find these 
people jobs indicates a responsive attitude on the part of 
the depot to their plight. This effort mav have muted some 
of the anticipated negative effects of CAP. 

In general the survey data did not indicate strong 
enough reiationships in new or interesting areas to make the 
research significant. Probably the central flaw of the survey 
faeeene inebility to obtain two distinct groups of sufficient 


size, one control and one studied. 
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The interview data provides more support for the notion 
of congruence between strategy and use of resources. The 
managers indicated frustration with CAP because in this case 
the strategy and threat of loss of resources conflict. 

In those cases where managers separated MEO from CAP, their 
attitudes were not as resistant. The MEO strategy appears 
to have some value; attached to CAP it becomes a bitter 
eel. 

It is quite obvious that "business as usual" is no longer 
a way of life for a depot manager. Competition created by 
CAP forces the manager to adopt an approach similar to that 
of the profit oriented manager, though the government manager 
Operates without an income statement. This requires inno- 
vative solutions to old problems of efficiency and effec- 
tiveness, and a careful approach to decision-making. In 
the final chapter, the researchers provide some ideas to 


assist the depot in meeting these new challenges. 
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VII. RECOMMENDATIONS 


The recommendations proposed here are designed to assist 
an activity in managing the change imposed by the CAP. The 
persistence of the CAP despite vociferous objections, sug- 
gests the program is here to stay and that federal managers 
should recognize and prepare for the contingency. This re- 
search is confined to one large naval facility but the 
Organization development approach to managing change is 
applicable to any size naval facility. 

Relatively little objective literature on the govern- 
ment's experience with CAP is available. The researchers 
recommend that more objective data concerning this program 
be collected and analyzed for further implementation of CAP 
and similar programs. Although this research was confined 
to a single site, the problems identified may be typical of 
depots of similar size and specialization. 

The implementation of CAP "with a minimum of internal 
instructions" may have appeared to speed the process, but 
in fact slowed the process down. By moving too fast, with- 
out assembling a body of knowledge on the subject, the 
implementing activities were forced to reco the CAP process 
unnecessarily. The researchers recommend that programs such 
as CAP be implemented only after adequate training and in- 


structions. Managers need to be trained in the organization 
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development approach to understand the system-wide implica- 
tions of a change such as CAP. Such training could even- 
Evaliy eliminate the need for contracting out of government 
services since this type of training emphasizes the goal that 
the organization achieve the most efficient and cost effec- 
tive operation. The congruence model of organizational 
behavior can be used as a tool for the process of problem 
analysis and change. There are ten steps which a depot 
manager can use. 

ieee rdentity symptoms. This 1S a critical first step to 
assure that the real problems are isolated. Problems 
usually have many symptoms, so it 1S important to 
identify all of them. 

2. Specify inputs. This leads managers to the system 
and the environment in which the system functions. 
Inciuded here are identifying the strategy of the 
organization, its core mission, supporting strategies 
and objectives. 

3. Identify outputs. This step requires managers to 
take a look at the outputs at various levels such 
as individual, work units or group, and department 
in terms of the desired outputs from strategy and the 
acevat Outputs . 

4. Identify problems. Anytime actual performance is 
less than expected performance in the organization, 


a group or work unit or at individual levels, problems 
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exist. At this step managers know that problems 
exist but do not know the cause. It may assist 
managers to identify costs associated with problems 
and consequences if the problems are not fixed. Con- 
sequences could include losing the function to an 
outside contractor if the department is not the most 
efficient and cost effective one. 

Describe organizational components. At this step, 
the managers determine the causes of the problem. 

Do the problems lie with the task, the individual, 
the informal organization or the formal organiza- 
tion? Are the causes isolated in just one of these 
components? What are the critical features of this 
component to the total organization? Answers to 
these questions lead the manager to the next step. 
Assess congruence. In this step managers compare 
the fit of each pair of components, i.e., take a 
measurement of the fit between task ana individcuals, 
task and informal organization, task and the formal 
organization; individual and informal organization, 
individual and formal organization, and informal and 
formal organization. 

Generate hypotheses about problem causes. First, 
Managers analyze the congruence and then link the 
analyses with problem identification (Step 4). This 
provides patterns of congruence and incongruence 


which lead to problem isolation. 
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8. Identify action steps. Managers determine the best 
course of action for correcting the problems and 
identify steps to implement the change. 

9. Solve the problems. Here the managers begin the 
implementation of Step 8. Managers must remain alert 
to resistance to change so it can be dealt with early 
to avoid additional problems. 

10. Evaluate the impact of change. Managers must be 
constantly alert to the impact of change on their 
employees and to assure that refreezing of new 
habits take place. 

Using this process will assure that managers plan the 

change, that the change is system-wide, that employees 

accept the change, and that its implementation goes smoothly. 
Managers and supervisors need to become adept at managing 

change, especially managing employee resistance to change. 

Once managers acquire these skills, a transition to a new 

function is much smoother. The Navy's Organization Effec- 

tiveness Centers have been very successful in preparing 

commands for a change in leadership. These same center 

also provide training for managers and supervisors on how 

to identify and deal with resistance to change. Managers 

experienced with contracting out did two things: they kept 

their employees informed, and they elicited the cooperation 

of their employees by having them participate as much as 


possible in the CAP process. Both of these techniques 
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are akin to the organization development approach to manag- 
ing change. 

The Moratorium Group displayed a more negative disposi- 
tion than even the studied employees. The cohesiveness of 
the Moratorium Group appears reactive rather than proactive. 
The researchers attribute this to the uncertainty inherent 
in the "limbo" status of a moratorium. We recommend that 
moratoriums be avoided altogether. Moratoriums can create 
a strong informal organization which develops its own goals, 
e.g., work hard to prevent the contracting-out process, which 
are incongruent with the goals of the formal organization. 
Kurt Lewin's three-step process illustrates the evolution of 
the Moratorium Group, in which the change was usurped by the 
information organization. A change was directed via the CAP 
(unfreezing). In the absence of strong direction toward 
resolution of threat to jobs, group members reacted by re- 
jecting the directed change and developed their own goals 
(change). The managers by this point had lest control of 
the change process. Because of the political process to 
impose a moratorium, the organization had not been able to 
conclude the change process (refreezing). The informal group 
accomplished its own refreezing. In view of the results of 
the data analysis on the Moratorium Group, it appears that 
a group adjusts better to a change with a definite end, even 
if jobs are lost, than to a change with an indeterminate 


erd. 
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The length of time employees are under study can cause 
unnecessary problems for managers. We recommend that the 
time limit for any study be 90 days. We also recommend 
that each year when the depot updates its inventory of com- 
mercial activities, all managers and supervisors who have 
responsibility for functions to be studied receive complete 
training in the entire CAP process including the concept of 
CAP, how to prepare performance of work statements (PWS) 
and most efficient organization (MEO) reports, and how to 
adapt the techniques of the MEO to efficiency reviews of 
functions that are exempt from CAP. This training will 
prevent managers from becoming victims of resistance to 
change which is easily transferred to subordinate employees. 

The upheaval caused by CAP suggests that it not be 
performed in functions critical to an activity. However, 
we do recommend that the MEO process be conducted for all 
functions once and updated annually by functional managers. 
This efficiency review would become part of the evaluation 
of the manager's performance. Again, adequate training for 
this process is essential to keep it from deteriorating into 


a paperwork drill. 
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APPENDIX A 


SURVEY INSTRUMENT 
DO NOT PUT YOUR NAME OR BADGE NUMBER UN THIS SURVEY. 


WE WOULD APPRECIATE YOUR ANSWERING THE FOLLOWING QUESTIONS ABOUT YOUR JOB 
AND HOW YOU FEEL ABOUT WORKING AT THE DEPOT. 


What.is your job title? 
What is your grade or rate? 


How long have you been at this grade or rate? 
years months 


Mark on the list delow what grade or rate you expect to achieve in 
the next two years (circle one number). 


Gael ¢ 5s *§ 5 6 ¢ 8 Y 10 Tl l2 13 14 

Bueelere sa a Oh LT Sl OU IL «612 «(1314 

weet ce sa 5) 6 7 8 FJ YO 11 12 13 14 

If you do not expect to be working for the government, check here 

For your present position, were you trained (check one): 
"on the job" with no classroom training 
already had the necessary skills when selected 
through a training program at the depot. 

When did you last attend a classroom training program at the depot? 

_adout 6 months ago never been %o one 

about a year ago can't remember 
more than a year ago 

When did you last apply for another position at the depot? 
about 6 months ago never applied for different job 
about a year aao can't remember 


more than a year ago 
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8. If you have applied for another position during the last twelve months, 
either at the depot or elsewhere, what were the three most important 
reasons for applying (check the three most important reasons): 


improve skills unhappy with old job 
increase pay reduction in force 
better career potential have not applied for job 
more interesting work other reason 


uncertainty about my future at this job 


FOR THE FOLLOWING FIVE QUESTIUNS, MARK YOUR ANSWER BY CIRCLING THE NUMBER UN THE SCALE THAT 
INDICATES HOW YOU FEEL. For example, for question 9, if you are pretty sure that you wil) 
continue working at the depot, but you have some doubts, you would circle the number 2. If 
you are sure that you are leaving, you would circle the number 5. 


QUESTION SCALE 
9, I expect to continue working at this depot. Continue here 1 2 3 4 5 Not continue 
10. I have been thinking about quitting lately. Not quitting 1 2 3 4 5 Quitting 


ll. { don't mind changing jobs at the depnt 
as long as the pay is the same. Changing is okay 1 2 3 4 5 Not okay 


12. I was treated fairly the last time I 
changed jobs at the depot. Treated fairly 1 2 3 4 5 Unfeirly 


Check here if you have not changed jobs 


For the following seven items, mark the reasons you work for the depot. 


If an item is: very important, circle as] 
important, Cig cle wdbac. 
somewhat important, circle a "3" 
of little importance, circle a "4" 
of no importance, circle a "5" 
13. Pay ceuueiiccesiccescaaes vervelmporcant 1 2 3 4 5 #=\Not important 
14. HOGA EIONesweseiccclesescaae Very Important 1.2 3 4 5 #£=Not important 


memerension and Other benefits. ...ccccccesecseee Very important 1 2 3 4 5 #£Not important 


16, UGUSCCULTUyemieeaeaicacleccceae Very import 2 2 3 4 5 #£=%\Not important 
ee VODMaa UI SNACENON se eecececcccscses. Very important 1 2 3 4 5§ Not important 
ess PAGGehMDOLENC alle dcecsccccecsscoce avery important 1 2 3 4 5 Not important 


19, PeEempeaole yOU WOrk WIth. ....cecceessss ees VEOry importent 1 2 3 4 5 #£=°\Not important 
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B. 


THE FOLLOWING QUESTIUNS ARE ABOUT SOME OF THE ACTIVITIES AT THE DEPUT AND HOW 


YOU 


2U. 


21. 


ee. 


23. 


24. 


25. 


26. 
Zi 
28. 
29. 
30. 
Si. 
SZ e 


FEEL ABOUT THOSE ACTIVITIES. 


How much help is your union to you (check one): 


a lot of help a little help don't know 


Have you ever asked your union for help in solving a problem (check one): 
yes no 


Have you ever asked the Equal Employment Office (£E0) for help solving a problen 
(check one): 


yes no 
What depct-related organizations do you belong to? 


EEO committee FWP committee Hispanic committee 


union Quality Circle other 

If pay, job, and benefits (such as pension, health insurance, etc.) are similar, 
do you prefer to work for (check one): 

no Dreference 


government private company 


Have you ever worked for a private company? yes no. 


For each of the following items, indicate whether working for the government or a 
private company would be better: 


Beiecenh JOD SCCUFILY .s.060.. government private company | 
Peter SUPErVISOPS 4.4 0e6es governinent private company 
better regulations ...cscees government private company 
better working conditions... government private company 
DETTEr PAY -ccccccccccvccrce government private company 
better control over work.... government private company 


Why do 


you think the government is thinking about contracting out some services 


(check the answers you think are most important): 
to reduce tne number of government employees 
to improve efficiency con't know 


to cut down costs other (explain below) 





eZ 





33. Has contracting out of yovernimnent services caused your attitude toward the depot 


tu (check one): 


improve decline 


Stay the same. 


34, Has your workload changed because juvernment services have been contracted out? 


(check one) 


more work less work no change 


__ don't know 


35. Since the contracting out program started at the depot, doing a good job has become 


C. 


36. 


37. 


33, 


39. 


40. 


a. 


42. 


more important to you no change 


less important to you don't know 


__QUESTIUNS 


How important do you think your work is to 
the depot? Very important 


How much do you control the amount and 


quality of your work? I control conpletely 


How much do you like your friends to «know 


that you work at the depot. Like very much 
Do you feel like an important part of the 

depot? Very important 
How comfortable are you with the people Very comfortable 


tnat you work with? 


1 


1 


Please answer questions 37 to 41 by marking your answer on the scale. 


—Ss 2 eee 


SCALE 
2 <3 o4 
23 4 
23 4 
23 4 
a. 4 


WE ARE INTERESTED IN HOW YOU FEEL ABOUT YOUR JOB AND HOW YOU ARE INFORMED ABOUT THINGS 
THAT AFFECT YUU. 


5 Not important 


5 1 don't control 


5 Don't like 


5 Not important 


5 Not comfortable 


Does your supervisor ask for your opinion on work-related imnatters (check one): 


a lot sometimes 


never 


Can you talk comfortably with your supervisor adDout oroblems you may have with your 


work? (checx one) 


yes no 


IL 3 





43. 


44, 


£5. 


46. 


Aue 


48, 


49, 


When your supervisor gives you a tough job, you (check one) 
would rather not do it look forward to doing it 
do the best to do what you can never had a tough job 

Do you have plenty of notice when changes are made that will affect you (check one): 


always most of the time somet imes __never 


-——~ «= 


Does your supervisor explain ahead of time most of the changes that affect your 
work group (check one) 


always ___Most of the time sometimes never 


dhat 1S the best source of inforination adout things that affect you at the depot? 
(check one) 


my Boss _ depot newspaper 
my union depot notices : 
my friends 


Have you ever net your supervisor's Doss (check one) 

yes __Ao don't know 
Are you (cneck one) 

male female 
Are you (check one) 

Black Caucasian 


Hispanic Asian/Pacific Islander 


American [ndian 


SB eCOHPEETING Toe SURVEY, YOU HAVE ASSISTED US 
IN LEARNING ABOUT HOW DEPOT EMPLOYEES 


FEEL ABOUT THINGS THAT AFFECT THEM, 


THANK YOU. 


LA 





ROE. 


qe 


Lae 


APPENDIX B 


INTERVIEW INSTRUMENT 
Interview Questions 
How has contracting out affected the decision-making 


BEOcess 2 


How do you see CA program affecting accomplishment 
of the Shipyard mission? 


In terms of your particular area, how does CA affect 
the accomplishment of your objectives? 


How long was the time period when your people were 
under study? 


How was their work affected during that period (was 
there an increase in grievances or absenteeism?) 


Can you see a difference in the quality of performance 
(efficiency, productivity) of your people now that CA 
1s taking place? 


Is contracting out the best way to obtain efficiency in 
government services? 


Do you think that, if the government has to reduce costs, 
that CA is an effective way to do it? 


In what ways has contracting out changed the way you 
manage your human resources? 


What can federal managers do to make their services 
competitive with the private sector? 


Are you more conscious of controlling your grades 
(are you less likely to promote?) 


What kinds of communication problems do you have with 
contractor employees? 





APPENDIX C 


MEANS AND STANDARD DEVIATIONS OF CRITICAL QUESTIONS 


COnErO | Moratorium Studied Combined 


Since the contracting out program began at the depot, doing 
a good job has become: 

(l) more important (2) no change (3) less important 
(4) don't know 

MEAN BS S\72 2.643 PA Th PAI usp (615) jf 


eo. DEV. 2.794 ie o2S 2.445 Zn Oe 


Contracting out of government services has caused my 
Gititude toward the depot to: 

(1) improve (2) stay the same (3) decline 

MEAN 2D 2 20 2.444 Zoos 


Soo. DEV. 2942 2415 agi Us 52) | 


I can talk comfortably with my supervisor about work related 
problems: 

(1) yes (2) no 

MEAN ya ed ig Lo, ios. gE ay 


Sup. DEV. Bs 7410) eo ee) ~485 ~415 


I get plenty of notice about changes that affect me: 


(1) always (2) most of the time (3) sometimes (4) never 
MEAN Poe BS) Dea 239 Pape AS! 
Seb. DEV. 5 fA . 814 .9 16 2305 
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My supervisor explains ahead of time most of the changes 


that affect my work group: 


(l) always (2) most of the time (3) sometimes (4) never 
MEAN 2.415 200 Zao 22 es 
ao, DEV. oo Sy eles . 840 Be aN) 


My supervisor asks my opinion on work related matters: 
(1) always (2) most of the time (3) sometimes (4) never 
MEAN 1.943 eS Cea 22 Zoo 


STD. DEV. .602 5 ae .248 -688 


I don't mind changing jobs at the depot as long as the pay 
is the same: 

(1) agree strongly (2) agree (3) neutral (4) disagree 
(5) disagree strongly 

MEAN 2 ae 3.846 IES el® F Seo lg 


op. DEV. 1.634 aS lew She, UPR os 9, 


I was treated fairly the last time I changed jobs at the depot: 
(1) agree strongly (2) agree (3) meutral (4) =disagree 
(5) disagree strongly (6) haven't changed jobs 

MEAN B02 4.780 B3950 4.544 


om. DEV. 2.204 2.080 75 Fs OM 20709 


I expect to continue working at the depot: 

(1) agree strongly (2) agree (3) neutral (4) disagree 
(5) disagree strongly 

MEAN Van Os 2.429 Fs ONO) Pap, 3 IG) 


om. DEV. iat eo es, Le O16 


ZS 





I am an important part of 


(1) agree strongly (2) 
(5) disagree strongly 
MEAN Zao 
Brb. DEV. de oe | 


My work is this important 


this depot: 


agree (3) neutral (4) disagree 
P53) Ui Ik 22000 2.407 
1.564 eo ei sis: 


Ee else depot : 


(1) very important (2) important (3) somewhat important 
(4) of little importance (6) of no importance 

MEAN 1 1 oY oe 0 Heo es iio 
Sap. DEV. 1 ie Oe fers 1.064 BARES, 


Job security as a reason to work here is: 


(1) very important (2) important (3) somewhat important 
(4) little importance (5) of no importance 

MEAN WAS, 1.634 1.667 1.644 
ab. DEV. noo .994 ioe Ee 


When my supervisor gives me a tough job, I: 


een fOrward to doing it (2) do the best I can 


ul) 


(3) would rather not do it (4) never had a tough job 
MEAN ew 36 97 6 ee eZ LER EN ONG 
Seep. DEV. .560 50, a SZ ALS 


Job satisfaction as a reason to work here is: 


(1) very important (2) important (3) somewhat important 
(4) little importance 

MEAN eo er Hf les ih 3706 2052 
Sap. DEV. 1.146 1.436 te Ors sic Z 


P26 





If pay, job, and benefits (health insurance, pensions, 
etc.) are similar, I prefer to work for: 

(1) government (2) no preference (3) private company 
MEAN 14 eee Wo Stal ieieZ linoe > 


sip. DEV. . 784 5 le(Set a) Ae ~774 


Ay 
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